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Abstract
Among the goals of a successful nonprofit organization are to obtain the necessary
financial support in order to thrive and establish good relations with and between groups
of publics. This research study explores in depth the organizational context of an
independent school where the Institutional Advancement Department, which consists of
the Development Office and the Communications Office, are principally tasked with
achieving both of these goals. The two offices are housed under the umbrella of
Institutional Advancement to allow for permeability and coordinated efforts, yet it is
unclear if integration is beneficial to the organization at large. Results from an internally
distributed departmental survey are supplemented with strategic plans and an overview of
the organizational structure to explore the conceptions of success among department
members and leadership. Then, a detailed overview of operations through realized actions
is presented followed by several research studies that were performed to measure the
responses of varied publics. The data is analyzed in order to answer the research question,
which is, “What congruences and incongruences exist between Communications and
Development at the school?” The study recognizes both strengths and weaknesses of the
department and provides recommendations for moving organizational goals forward.
Ultimately, the data supports a structure in which both offices are independent of each
other, but operate in tandem with the other departments in the organization. Separating
Development and Communications creates numerous possibilities to fill voids that
currently exist in the organization.
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Nonprofit Development and Communications Alignment for Maximized Success
A Case Study of an Independent School
Chapter 1: Introduction
Nonprofit organizations rely on financial support from constituents in order to
sustain the organization and advance its mission. A vital aspect of realizing
organizational success is through communicating goals, evaluating impact, and building
relationships. This study is based on an undisclosed independent day school in the
Northeast, where both functions of garnering financial support (the Development Office)
and building relationships (the Communications Office) are housed within the
Institutional Advancement Department in an attempt to promote collaboration between
the two potentially related functions. The Development Office works to organize events,
meet with donors, and ultimately raise funds for the School’s ambitious $65 million
comprehensive Campaign and the annual fund. The Communications Office operates on
behalf of the organization to communicate news and events to its publics, engage the
community, and generate awareness that keep people apprised and informed of Schoolrelated information. The adjoined Development and Communications Offices serve
within the Institutional Advancement Office, which allows for permeability and
coordinated efforts to reach the organizational goals of both subsets.
Notable scholars in the fields of communications and public relations such as
Botan (2009), Coffman (2004), and Grunig (2008) provide extensive theoretical
frameworks surrounding effective internal and external communication for organizations.
Similarly, the basis of scholarly literature pertaining to fundraising and development from
theorists such as Le Blanc and Rucks (2008) and Levine (2008) expands everyday with
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new frameworks for successful development systems. Knowledge of successful practices
from these two fields is essential to the success of any nonprofit organization, yet
research that applies and integrates both fields is limited in scope and content. It is
imperative that organizations understand the range of opportunities available through
alignment or disconnect of Communications and Development. Therefore, the purpose of
this thesis is to investigate the efforts of both areas and understand how they interact
within the organization. The research question that is used to frame this thesis is: What
congruences and incongruences exist between Communications and Development at the
school? Congruence is operationalized as alignment of daily functions and operations to
reach department and office strategic goals, as presented in Chapter 4. Incongruence is
operationalized as diverging functions and operations at the practical and structural
levels, also presented in Chapter 4. Ultimately, this research question examines the
connection between the two offices and determines if they operate most effectively when
coupled together or if they would be best served as separate entities. In order to best
understand the relationship of the offices, Grunig’s (2008) framework from
“Conceptualizing Quantitative Research in Public Relations” is used along with
supplemental theory from both communications and development fields and research
from the school.
This thesis answers the research question by introducing best practices and widely
accepted theoretical perspectives from scholars in the respective fields. Then, Grunig’s
(2008) theory outlining the program, functional, organizational, and societal levels of
analysis provides a framework for analysis of the subsequent sections that specifically
apply to the school of study. After the theoretical foundation is established, there is a
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programmatic exploration of the school’s: (a) conceptions of best practices that lead to
successful communications and development; (b) performed actions; and (c) realized
success in respective Communications and Development initiatives. This exploration—
supported by data derived from research (conducted by both school employees and by
external consultants, as well as institutional assessments) enables evaluative discussion of
connections and disconnections among ideals, practices, and outcomes. Further, it
enables prescriptions pertaining to how Communications and Development personnel and
activities are conceived and applied at the school, toward maximized effectiveness. As an
educational institution, the school fosters an environment for learning and growth, and
ideally this systematic and theoretically grounded analysis will benefit the organization
and be the impetus for continued strategic development and collaboration.
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Chapter 2: Literature Review
The following literature review first outlines best practices and valuable theory
within the field of communications and public relations. Then, it reveals notable works
from scholars in the fields of fundraising and development. Relevant theory that
addresses the relationship between communications and development is also discussed in
order to understand the diverse viewpoints from scholars in the fields. Finally, Grunig’s
(2008) method of analyzing public relations systems within an organization is chronicled
as a key framework for understanding the subsequent sections in the thesis.
A. Communication Theory
Communications is a strategic function within an organization that is about
developing and cultivating relationships for the benefit of the organization. In “The
Excellence Theory” (Botan, 2009), Grunig, Grunig, and Dozier introduced the
fundamentals for communication with publics into four groups: one-way symmetrical
communication, two-way symmetrical communication, one-way asymmetrical, and twoway asymmetrical communication. Initially, two-way communication was a preferred
framework for excellent public relations, however, it was determined that two-way
communication was too abstract and needed clarification. Therefore, the idea of
symmetry was adopted to further describe the ideal form of communication. The
conclusion was that two-way symmetrical communication is the ideal method of public
relations practice, which advocates for the interests of the organization as well as the
publics by “us[ing] communication to manage conflict with strategic publics” (Botan,
2009, p. 47). In this model of public relations practice, the practitioners in the
organization have permeable boundaries and are responsible for the interests of both
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parties. In this way, programs and processes should be designed around this ultimate
goal. Additionally, senior executives in this area should have knowledge of the two-way
symmetrical model in order to create a successful department. Finally, it is assumed that
two-way symmetry is not always the best mode of communication for certain publics and
that the other three models must be employed for various uses. For instance, the functions
of press agentry and public information are best represented and most successful through
the enactment of a one-way asymmetrical model.
Defining publics.
The field of communications has ample theory regarding strategic frameworks for
identifying and interacting with all internal and external groups of publics across different
platforms. Katie Paine’s (2011) model for measuring relationships with the local
community is an appropriate starting point. Paine (2011, pp. 137-148) believes that
communication relationships are paramount in either defending or criticizing the
organization during an impending crisis. Her seven step process involves agreeing to
solid measurable goals that are connected to the organization’s mission and bottom line,
defining publics with which to do measurement, creating benchmarks for comparisons,
setting audience priorities based on importance, choosing measurement tools, analyzing
the data, and making changes. In this framework, defining publics is an important
component to ensuring effective communication. Here, publics are defined as members
of the community, who are geographically situated within certain proximity of the
organization and are impacted by the day-to-day activities of the organization. Although
this local constituency might not be directly linked to the organization (e.g. shareholders,
donors, employees) they are affected by location, which validates their position as key
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publics. Also, Paine (2011, p. 147) believes that, from the fundraising perspective,
community satisfaction and success cannot be measured by the amount of donations
received but rather the participation of the community members.
Communicating with publics: internal messages.
Defining groups of publics is a key component to communications, but equally as
important is determining the most appropriate tool for communicating with each group,
including internal publics. Whether partaking in one-way or two-way communication, the
interaction between the organization and groups of publics has an impact on the
organization. Zalabak’s (2012, pp. 41-51) meaning-centered approach considers how
messages are disseminated and interpreted. This paradigm seeks to understand
communication’s role in shaping an environment and co-creating reality. The meaningcentered approach can be used to complement environmental scanning by identifying the
importance of publics’ perceptions surrounding organizing, decision-making, influence,
and culture. Communication surrounding organizing actions investigates communication
flows and how information moves throughout an environment including how it is
received and interpreted. Equivocal messages are messages that can be interpreted in a
variety of ways and the main goal of senior management should be to reduce ambiguity.
Decision-making is “the organizing process of directing behaviors and resources toward
organizational goals” (Zalabak, 2012, p. 43). Decision-making communication is a
subset of organization communication, yet it occurs within a group of people who have
different perspectives and must merge opinions to align and move in one direction.
Organizational influence involves identification, socialization, rules, and power. These
factors dictate if an organization’s publics feel a sense of belonging and community, if
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the onboarding process of new community members (pre-, during, and post-) consists of
accurate information to ensure a smooth transition into the community, if thematic and
tactical rules are created in an organization to ensure effective communication, and if
power is distributed and acted out in a fair and equal manner. Finally, communication
affects organizational culture, which is the common ground surrounding actions and
communicating actions that can be predicted and shared amongst an organization’s
members. This can be analyzed based on an organization’s values, beliefs, actions,
practices, rules, and dialogues (p. 50). Additionally, organizational culture can be
assessed based on climate, or the employee perceptions and reactions to communication
events.
Communicating with publics: media choices.
When engaging in two-way symmetrical communication, the interaction includes
message transmitting and receiving. There are various media for communication, which
reach diverse groups of target audiences. Ramanadhan, Mendez, Rao, & Viswanath
(2013) specifically discuss the uses of social media in providing an “interactive, multi
directional communication capable of harnessing collective intelligence and user
generated content” (p. 3). They cite advantages of this communications medium,
including the ability to: disseminate information quickly, use networks for information
sharing, reach broad audiences, encourage interaction and engagement, empower
decision making, and customize messages. The value of social media for organizational
communications is woefully underestimated by most organizations, but is seen as an
effective mode of two-way symmetrical communications for publics. Ramandadhan et al.
(2013) use three main concepts to assess effectiveness of social media, which involve
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communication outputs from the organization through social media platforms, the
interactivity features of their communications, and the responses from participants.
Each social media platform is designed to achieve different goals and has
different functionality. Kietzmann, Hermkens, McCarthy, & Silvestre (2011) created a
honeycomb framework of seven building blocks of social media to assist managers in
understanding the varying audience and engagement needs. The seven building blocks
include: identity (disclose personal information), conversations (exchange information
and direction of communications), sharing (exchange, distribute, and receive content),
presence (create accessibility), relationships (develop association and connections),
reputation (rank the standing of others in a social setting), and groups (communities and
sub-communities)(p. 243). These seven building blocks are used along with cognize,
congruity, curate, and chase in order to assess how firms should create strategies for
utilizing social media. It is important to recognize that the building blocks can be used
together to create a social media experience, or can be used individually depending on the
specific site. For example, Facebook relies primarily on building relations, but also uses
identity, presence, conversations, and reputation to create its reality. Twitter relies
primarily on conversations but also utilizes sharing, identity, presence, and reputation.
Google Community relies on sharing, groups, and relationships as a main mode of
utilization. Although each social media site is designed to concentrate on specific
building blocks, the user ultimately defines the use of each site and can use multiple sites
simultaneously in order to create a vivid picture and satisfy all needs. It is important for
organizations be strategic when choosing which social media sites to utilize, and to
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employ a variety of social media platforms, along with traditional communication
mediums, in order to reach all audiences and effectively disseminate messages.
Organizations must be able to assess their social media practices to understand
effectiveness and value. Kanter and Paine’s (2012, p. 20-24) Crawl, Walk, Run, Fly
Model is an appropriate tool for analyzing social media outputs for nonprofit
organizations. This model has four stages that are used as an evaluation tool as well as a
framework of efficiency to strive for. The crawl stage is the most elementary and
describes an organization that does not adopt social media as a viable mode of
communication to and interaction with its publics. In this stage, the organization lacks
strategy and planning with regard to social media and uses it sparingly, if at all. The walk
stage describes an organization that uses a small number of social media outlets based on
best practices and, while it has the skeleton of the initiative, it is not fully
institutionalized. During the walk stage, SMART objectives (specific, measurable,
achievable, realistic, and time) are created and research is institutionalized to show the
value and outcomes of social media rather than tracking outputs and activity. At the run
stage, nonprofits link its SMART objectives to levels of engagement (also known as a
ladder of engagement) and use metrics to measure the level of interaction with publics.
At this advanced level, the role of social media is not confined to one communications
practitioner, but rather it is a fabric of the culture and multiple entities manage the
process. Here, the organization has defined and engaged key influencers and utilizes this
method of communication as a valuable tool for sending messages. Finally, the fly stage
is the most advanced and characterizes organizations that have developed and sustained a
fully operational social media environment that uses research to measure failure and
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success and understand both. At this stage, organizations build upon the critical
components that define success at the previous levels while also understanding metrics
such as benchmarking and dashboards to discover trends and continue to excel (Kanter
and Paine, 2012, p. 20-24). Although this barometer relates to social media, the premise
of this maturity scale applies to many other aspects of communications and
organizational practice as discussed in the literature review.
Leadership roles and competencies.
In order to function at Kanter and Paine’s (2012) fly stage communication efforts
must be strategic and involve strong management. It is important to understand the
distinction between communication practitioners at the technician and the managerial
levels and the functions of each position. Technicians and managers have different levels
of competency and difference roles in an organization. Technicians tend to execute tasks
for projects and, according to Broom (2013), work in the traditional realm of public
relations. Their communications function involves producing materials to be
disseminated to groups of publics and their role does not require significant strategy and
research. Often, technicians are not involved in the decision-making process and are at
the bottom of the information sharing hierarchy. Alternatively, a public relations manager
creates and evaluates overall strategy and conducts research in accordance with the
strategy in order to determine outcomes and impact. The manager role also requires
environmental scanning, issues management, negotiation, and organizational intelligence
(p. 34). Managers come in many different forms such as being expert prescribers
(defining problems and developing and implementing solutions), communication
facilitators (enabling two-way symmetry in an organization and interact with both
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organizations and publics), and problem solving process facilitators (utilize strategic
planning to understand issues and solve them). Research has shown that organizational
success relies on a public relations practitioner’s managerial role in an organization.
Alternatively, Grint (2010) challenges Broom’s (2013) technician and manager
distinction by creating a separate tiered distribution known as the command, manager,
and leader theory, which considers strategy, change, uncertainty avoidance, and
complexity. Grint (2010, pp. 15-32) assesses command, manager, and leadership positions
based on problems that they face. Command personnel provide answers to questions and
solve critical problems. Critical problems are seen as crises and are “presented as selfevident in nature, as encapsulating very little time for decision-making and action” (p.
18). Command leaders make decisions that are fairly straightforward, lack complexity,
and involve little collaboration in the decision-making process. Managers operate in a
familiar zone that perpetuates the existing state and resolves tame issues. Tame issues are
“complicated but resolvable through unilinear acts...likely to have occurred before” (p.
15). Managers make decisions that ultimately maintain the status quo of an organization.
Leaders respond to unfamiliar processes and focus on the resolution of wicked problems.
Wicked problems are defined as “complex, rather than just complicated... cannot be
removed from its environment, solved, and returned without affecting the environment”
(p. 16). Leadership must rely on collaborative problem solving in order to effectively
impact the wicked problems; they operate in a level of uncertainty and are comfortable
with change for the betterment of the organization. All types of leaders are important in
an organization, and should be considered when classifying public relations practitioners
to determine effectiveness.
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Communication audits.
In order to be effective managers (Broom, 2013) or leader (Grint, 2010), senior
communications practitioners must ensure that their departments are functioning
effectively in an organization. This literature review introduces two comprehensive
frameworks for communication audits, which highlight parallel concepts to Grunig’s
(2008) main concepts in his framework for assessing public relations in an organization.
Coffman’s (2004) communications audit is an appropriate framework for understanding
the organization’s “current strategic communications performance and capacity, and to
gain a realistic sense of what is possible in terms of developing their communications
functions” (Coffman, 2004, p. 1). This form of research is both formative and evaluative.
The audit assesses the department’s strategy, implementation, and support/alignment.
These variables are operationalized utilizing sixteen essential strategic communications
practices that are each evaluated base on three categories. For instance, the strategy level
specifically considers if organizations: identify the vision, choose goals and outcomes,
select target audiences, develop messages, identify credible messengers, choose
communications mechanisms, and scan the context and competition. The strategy level
relates to Grunig’s (2008) research by ensuring that the senior public relations
practitioner has a managerial role rather than a technician role. The implementation
category assesses if organizations: develop effective materials, build valuable
partnerships, train messengers, conduct steady outreach, and properly monitor and
evaluate operations. The implementation level aligns with Grunig’s (2008) theory by
ensuring that communication is two-way symmetrical with its publics. Finally, the
support and integration section understands if organizations: support communication at
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the leadership level, earmark sufficient resources, integrate communications throughout
the organization, and involve staff at all levels. This component of the audit aligns with
Grunig’s (2008) framework by creating participation in strategic management and
centralizing all communications through the public relations department. Each of the
sixteen components mentioned are evaluated based on the practice maturity scale, which
is classified in order as: not performed, ad hoc, planned, institutionalized, evaluated, and
optimized. A communications auditor can utilize any number of qualitative and
quantitative data to assess the department based on the maturity of the sixteen areas.
Once the research and analysis are complete, an important step in the process is to
identify areas for improvement. Then, the organization can utilize the recommendations
to improve and excel. Coffman (2004) recommends that this process be conducted every
five years (p. 11).
Organizational communication audits are a reliable way to assess communications
departments within an organization. The second framework is by Greenbaum (1974),
who identifies a need for senior management representation for the communications
function of an organization. His framework focuses on analyzing purpose (how
communication enables an organization to achieve its goals), operational procedures
(how an organization interacts with its networks and integrates organizational policies
into its activities), and structure (the organization, its networks, policies, and activities)
(pp. 740-741). Greenbaum’s (1974) framework is unique in that it identifies four
communication networks with which to analyze organizational policies. The first is a
regulative communication network, which focuses on tasks within the system and its
relation to following a set policy (and rules) to ensure productivity. The second network
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is innovative communication to analyze the impact of internal and external forces on
creating change within an organization (e.g. technology). The integrative (maintenance)
communication network is third, and relies on employee moral and relations. The fourth
and final network is informative-instructive, which focuses on the transfer and flow of
information to directly impact the other three networks. The audit seeks to answer two
questions: “How well is the entire communication system working?” and “What are the
efficiency and effectiveness of individual activities?” (p. 745). The assessment is
performed in three stages: fact-finding (discovery phase), analysis (data interpretation
phase), and evaluation and reporting (discussion phase). This process can be used to
assess the communication system within an organization, as well as individual
communication activities.
Strategic planning.
In addition to ensuring that the communications function is operating effectively
within their respective department, theoretical frameworks have been developed for
practitioners to assess the overall operations, decision-making, and impact of the
organization. Carl Botan’s (2006, pp. 223-247) grand strategy model is an appropriate
framework for understanding distinctions between grand strategy, strategy, and tactics.
Grand strategy occurs at the organization or industry level and is “the policy-level
decisions an organization makes about goals, alignments, ethics, and relationships with
publics and other forces in its environment” (p. 225). Alternatively, strategy occurs at the
campaign planning and evaluation level and focuses on the “campaign-level decision
making involving maneuvering and arranging resources and arguments to carry out
organizational grand strategies” (p. 226). Tactics occur at the technician level and are
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“the specific activities and outputs through which strategies are implemented” (p. 226).
The distinction between these three concepts is critical for evaluating an organization
based on the grand strategy model. Botan’s (2006) model consists of six key factors,
which are organizational goals and attitudes towards: its environment, change, publics,
issues, communication, and public relations practitioners. These six factors are assessed
based on four levels of achievement, including: intransigent, resistant, cooperative, and
integrative. An intransigent grand strategy positions the organization as being reactive
and considering itself to be autonomous from the outside environment, which creates a
hostile environment. A resistant grand strategy mostly separates an organization from its
environment, aside from making minimal changes to ensure its survival. The cooperative
grand strategy is employed by an organization that understands the value of
environmental influence and works towards this relationship. Finally, an integrative
grand strategy is the perspective adopted by an organization that must immerse itself in
its environment for success and seeks to become boundary spanning and fully networked.
An organization’s goals and attitudes towards the six areas described define and constrain
the overall process of public relations. Not surprisingly, publics and issues are
highlighted as the two most critical areas for assessing grand strategy in public relations
(Botan, 2006).
While Botan (2006) specifically theorizes on the organization’s actions,
behaviors, and obligation to public relations, Kotter (2008) and Bowen (2008) state the
obligation of the public relations practitioner to the organization. Kotter’s (2008)
framework is invaluable in understanding the importance of leadership in developing a
change-friendly culture (Kotter, 2008, pp. 33-38). At the heart of this ideology is an eight
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step process for leading change, which is: create a sense of urgency, build the guiding
team, develop the change vision and strategy, communicate for understanding and buy-in,
empower action, create short-term wins, don’t let up, and create a new culture. Beyond
the fundamentals of creating change, is the understanding of change as an emotional
process that require social interaction with people from different perspectives and
approaches to uncertainty. Kotter (2008) discusses episodic change, which focuses on a
specific project or objective, and continuous, which is the ongoing process of changing.
While both of these types of change are important, continuous change is the more critical
type because it creates a culture that is open to adaptation. An organization must be in a
constant state of high urgency and constantly be alert and curious. Also, it is important to
create an open organization that understands environmental influences and creates and
executes strategies that align with external society.
Communication obligations to an organization.
The role of a public relations practitioner can include the function of ethics
counsel and corporate conscience for an organization (Bowen, 2008, pp. 271-296). In this
theoretical rationale, public relations practitioners are said to be the primary source for
ethics in an organization because, in addition to ensuring ethical action, the main concern
is determining how an organization communicates with its stakeholders and publics to
hold the organization accountable for its actions. Also, given the public relations
practitioners role, “[they] might sometimes be the only managers in an organization who
understand the beliefs, interests, and values of publics enough to represent them and
include those in strategic decision making and planning” (Bowen, 2008, p. 274).
Therefore, it is the innate role of a communications practitioner to weigh the
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consequences of an organization’s decisions and work with the dominant coalition to
achieve a mutually beneficial outcome. Bowen (2008) argues that given this
responsibility, public relations practitioners must be regular advisers to the dominant
coalition and be a key link in building relationships between the key influences and an
organization’s publics. As such, public relations practitioners must help to shape an
organization’s mission and goals to be aligned with the overall good. Bowen (2008)
conducted a study to test her theory and ultimately found a link between ethics and
reputation, but found disconnect between ethics and legality. Most practitioners reported
this role as part of their informal job responsibilities and argued that it is vital for them to
hold a seat on the dominant coalition to fill this void.
Another key theoretical perspective that requires dominant coalition presence is to
consider the role of communications in shaping the organization’s intent for acting in the
welfare of society through corporate social responsibility. Starck (2003) believes that the
role of the public relations practitioner entails corporate social responsibility, as it is
closely linked to managing relationships with stakeholders. Public relations practitioners
should focus on the triple bottom line, which considers “economic prosperity but also
environmental quality and social justice” (p. 4). There are numerous reasons for an
organization to consider corporate social responsibility. First is normative theory, which
is for community building, where organizations use their actions as a method to improve
relationships with publics. In this way, an organization’s actions are self-serving and selfperpetuating (p. 5). Second is the theory of society, which considers corporate social
responsibility actions as a moral obligation, in which society is the most important
stakeholder, and where an organization can only exist in a healthy society. This theory
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suggests that an organization be selfless and show goodwill for the genuine concern of
society. Based on the theoretical mindset of the organization, the roles of the public
relations practitioner vary. One responsibility is to ensure that good is performed based
on moral principles (communicating acts of goodwill is not the main objective) and
another is to adhere to the roles of the occupation (communicating acts of goodwill is an
important aspect of the job) (p. 7). A separate component is for the practitioners to
ensure that they are adhering to ethical obligations of the profession by maintaining
ethical behavior within their own professional community. Characteristics of
professionalism and ethical practice include truthfulness, accuracy, openness, and
transparency. Overall, Starck (2003) argues that public relations practitioners must
subscribe to a specific code of ethical conduct for which they are identified by and for
which the organizations learn from and adopt in their corporate decision-making.
B. Development Theory
Development theory covers similar topics to that of Communications theory but
has different perspectives regarding each of the topics. This section parallels select
subjects mentioned in the previous section and display the diverse points of view, which
consider different needs and objectives.
Defining publics.
Similar to Paine’s (2012) emphasis on the importance of identifying groups of
publics, development theorists have created formulas to classify groups of publics.
Traditionally, educational institutions segment publics by their affiliation with the school.
Examples of publics are alumni, current parents, past parents, grandparents, students,
employees, former employees, current and former board of trustee members, and friends.
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However an alternative example of using data to inform decisions and segment publics is
Le Blanc and Rucks’s (2008) quantitative analysis of giving. This study encourages the
researcher to look beyond affiliation and consider the active, latent, and passive groups
through their involvement with the organization. Le Blanc and Rucks (2008) created six
groups based on their stake in the organization through their philanthropic giving. The six
groups were alumni who were: very generous to the foundation but not to the alumni
association, very generous givers to both the foundation and alumni association,
moderately generous to the foundation and gave modest amounts to the alumni
association, small amounts to the foundation and same to the alumni association, smaller
amounts to the foundation and same to the alumni association, and very small
participatory givers to both funds (pp. 70-73). These publics were segmented based on
giving thresholds and Le Blanc and Rucks (2008) argue that the importance of a group of
publics depends on their support to and investment in the organization. They argue the
Pareto Principle, which suggests that organizations focus most of their effort on the small
concentration of their most loyal supporters. They also suggest donor acknowledgement
mementos based on a giving threshold and tiered recognition in organization
communications (p. 81).
Communicating with publics: media choices.
Additionally, scholars in the field of development understand the effects of one
way and two-way, symmetrical and asymmetrical communication. Research has been
conducted on the impact of various types of communication and has indicated there is a
positive correlation between communication activities to levels of giving (Levine, 2008).
A quantitative study by Levine (2008) measures the relationship between communication
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materials and alumni giving to annual funds in educational institutions. Communication
can be defined as a publication program, advertising, public relations, special events, and
stewardship of current or potential donors (p. 6). Successful publications must serve both
the needs of the institution (communications and development) as well as the alumni
(maintaining editorial integrity). Of the communication pieces, the alumni magazine is
the most common and effective method of keeping alumni connected to the university’s
mission. Levine’s (2008) quantitative study was designed to test the relationships
between an institution’s communication pieces and overall philanthropy (p. 9). Results
showed that the number of communications pieces did not positively (or negatively)
correlate to alumni participation and giving levels. However, the frequency with which
communications pieces were sent correlated to participation and giving levels. Also, the
frequency of appeal letters positively correlated to dollars raised but did not correlate to
participation. This correlation is interesting because it concludes that the level of effort
towards engagement matters more than the communication medium. Finally, as one can
assume, smaller universities have a higher level of participation than larger universities.
Explanations for this conclusion could be that larger percentages are easier to acquire
with a smaller sum or that engagement and participation could also be attributed to a
more closely linked community given the smaller size of the institution. Communication
vehicles that were shown to be most effective in giving (dollars raised and participation)
were alumni magazines, alumni electronic newsletters, and annual fund appeal letters (pp.
193-196). Overall, philanthropy is a strong indicator of satisfaction and community
building within an organization, and this study identifies the correlation between
communication and satisfaction through giving.
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Leadership roles and competencies.
Development scholars also examine the impact of leadership on achieving an
organization’s financial goals. Nehls (2011) explains the importance of leadership in
development by studying the impact of leadership transitions during major fundraising
campaigns. Nehls conducted a qualitative, multiple-site, descriptive case study analysis
consisting of ten universities that were selected by purposive, nonrandom sampling with
predefined criteria. The study considered leadership transitions during successful
fundraising campaigns. Leadership roles are important because these positions have
varying roles throughout the fundraising initiative, including: being a chief spokesperson,
cultivating major gifts, working with key parties, and donating money (Nehls, 2008, p.
2). In addition to being involved in the community building and public relations aspects,
the leader is responsible for instilling a clear set of priorities that will lead the
organization to success. Overall, Nehls (2011) argued that every leadership transition
impacted the campaign in a negative way because it stalled the fundraising and created
uncertainty, but strong informal leadership in addition to effective communication
activity surrounding the transition diminished ambiguity and concern during these
periods. It is important to be mindful of leadership tenures, impending retirements, areas
of disconnect, and timing of fundraising initiatives in order to be well prepared for
changes and success. Additionally, this adds a level of responsibility for the dominant
coalition in creating long-term communication strategies for an organization. The results
from this study indicate that organizational leadership impacts the success of community
building and fundraising initiatives.
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Development obligations to an organization.
Finally, literature on the field of development has made claims that organizational
effectiveness goes beyond meeting financial and participatory goals. Development
officials should ensure that there is an awareness of development at the societal level.
Organizations must not only do fundraising for their own financial sustenance, but must
also ensure that members of society understand the importance of philanthropy in
general. The New Jersey chapter of the Association of Fundraising Professionals
identified a need to educate young adults on the importance of philanthropy regardless of
the cause (Falk, 2002). This need was identified because of the rise of affluent young
people (through their own financial success or inheritance), who have the ability to make
a tremendous difference, but may not have the proper understanding of their
philanthropic opportunities. The article expresses that “Many believe that it is in the
interest of each human being to give back and that voluntary giving, voluntary action, and
voluntary association, or any combination of these, for the public or common good
fosters self-worth” (p. 57). This concept must be instilled in today’s youth so that
philanthropy is intrinsic and is seen as a humanistic obligation rather than a choice. The
Association of Fundraising Professionals created a K-8 educational program for this
specific purpose, and, since its inception in 1994, they have impacted over twenty
thousand elementary school students in New Jersey. Their intent was not self-serving, but
rather a civic duty to society and the future of philanthropy.
C. Literature Connecting Communications to Development
While effective communications has been commonly linked to having a positive
effect on a nonprofit organization’s reputation and community building efforts, it is also
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important to understand if the function has a link to financial success through
development efforts. This section of the literature review considers the research related to
Communications and Development.
Defining publics.
While Communications and Development have been indirectly related for years,
theorists have many different perspectives on if the two departments should be integrated
within an organization. In some cases, Communications is seen as serving three
constituencies: the consumer, the volunteer, and the donor (Pope, Sterrett Isley, and
Asamoa-Tutu, 2009). The importance of seeing donors as a primary group of publics
cannot be overemphasized. In a study by Pope, Sterret Isley, and Asamoa-Tutu (2009),
most interview and survey participants felt that “marketing was usually tied to
fundraising or fund development” (p. 191). In fact, 65.8% of the 43 interviews failed to
separate marketing from fundraising or public relations. In this article, the authors created
a strategy that integrates Communications functions (marketing in particular) with
Development by conducting research to understand what specifically motivates
individuals to donate and creating a strategy to address those motives (p. 195).
Communications is not considered to serve the same function as Development, but it is a
component of Development and the two divisions should be linked in order to achieve the
desired results.
Internal resources.
One method of determining the organization’s understanding of these subsets,
according to Weerts and Hudson (2009), is to consider the level of financial support
allocated to both areas. Engagement budgets fall under communications and consider
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expenses such as “staff salaries and benefits, student programs, supplies, and professional
development...” (Weerts and Hudson, 2009, p. 68). The article makes a conscious effort
to note that “Institutional fundraising efforts are clearly linked to campus marketing and
branding activities” (p.71). Weerts and Hudson (2009) reiterate Levine’s (2008)
conclusion by stating that communication pieces are mixed marketing strategies intended
to reach various audiences to reinforce engagement and gamer financial support. The
article takes a unique approach to engagement and fundraising by discussing the internal
considerations that link the departments, as well as intended efforts where one
department could serve the direct function of supporting the other. In addition to
communication pieces supporting the function of fundraising, Development Offices have
been increasingly launching fundraising projects to support Communications activities,
such as service-learning programs at the organization (Weerts and Hudson, 2009).
Finally, the article identifies the president of an organization as “the most important
marketing tool to shape the civic identity of the campus” (p. 72).
Alternatively, Kelly (1994) believes that the two departments should be separate
in order to maintain a sense of objectivity with regards to groups of publics. She argued
that there would be an unfair preference for donors’ perspectives among groups of
publics if Development were integrated with Communications. Communications
practitioners would have environmental blinders on that impact their perception of the
overall publics’ point of view. Also, Kelly (1994) theorized that in a connected
department, weak Communications managers would force encroachment to occur
because Development managers would be expected to step in to fill the power vacuum
and therefore would make fundraising a communications priority. Kelly’s (1994) concern
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was that if Development encroached on Communications there would be a goal shift that
would negatively impact the organization (donor-centric as opposed to public-centric).
Finally, if Communications is under the Development umbrella they likely will not
participate in the dominant coalition, which is a severe detriment to the school. Kelly
(1994) discusses organizational success as determined by interdependencies of the public
relations team and the fundraising team. The article addressed enticing perspectives
regarding great points about the importance of Communications having their own
identity, rather than fostering a connected organizational structure.
Finally, linking Communications and Development functions in an organization
creates a new dimension for measuring results such as return on investment (ROI) for an
organization. Grunig (2008) states the difficulty in determining ROI for a
Communications Office for a variety of reasons, but in cases where Communications is
combined with Development, one can potentially apply Development ROI frameworks to
assess effectiveness. Greenfield (2005) explains the process of determining return on
investment based on development cost analyses. He explains two outlying problems
which are the lack of official formulas to determine ROI, and the epidemic of nonprofits
seeking the lowest possible ROI to demonstrate that the funds received are minimally
used towards administration and fundraising. Investment is comprised of direct costs,
indirect costs, and overhead costs. Direct costs are “actual expenses to carry out each
solicitation method,” indirect costs include but are not limited to “staff salaries and
benefits, overtime meeting support, computer use fees, computer equipment and
software, data processing...” and overhead costs include “electricity, heat, insurance,
rent, water, depreciation assessment” (p. 9). Greenfield (2005) also defines cost-benefit
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ratios for Communications pieces, and explains methods for understanding ROI by
constituency bases (corporations, foundations, and individuals). As discussed in this
article, ROI explains the overall productivity and profitability of an organization.
Greenfield cites $.10-$.20 per $1.00 raised to be a reasonable guideline for capital
campaigns, although insists that external factors are taken into account such as the age of
the organization and fundraising programs, the size of the organization, the profile of the
constituency, the location of the organization, the prominence of the cause, and the
competition for funds (p. 16). This framework could be applied to both Communications
and Development or solely Development in order to appease both organizational
structures.
D. Theoretical Framework
While the previous sections introduced valuable theory and paradigms that impact
the fields of Communications and Development and the relationship among them, this
section provides an overview of Grunig’s (2008) article on “Conceptualizing Quantitative
Research in Public Relations,” which is the intended lens to operationalize the data
presented throughout the thesis. Throughout the subsequent data presentation section,
information is shared based on perceptions, actions, and outcomes of the independent
school being studied. In order to best understand the level of maturity at each of these
stages, it is important to apply Grunig’s (2008) framework, which outlines four levels of
analysis: the program level, the functional level, the organizational level, and the societal
level. Each of the various levels satisfies an important dimension of the organization, and
is vital for its success.
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Grunig’s (2008) article starts by highlighting the importance of conceptualization
as a way to “think logically and systematically about concepts, definitions and measures,
and the relationships among them” (p. 88). He feels that the public relations field
conducts measurement based on metrics, but does not conceptualize enough. Grunig
(2008) introduces the fundamental difference between research in public relations,
research on public relations, and research fo r public relations. Research in public
relations “is conducted as part of the practice of public relations” (Grunig, 2008, p. 90).
For instance, this form of research is conducted to measure levels of awareness,
preference, relationships, and engagement with a group of publics (Paine, 2011, p. 5560). Research on public relations is “usually conducted by academic scholars using a
theoretical framework they construct...in order to identify best practices and to improve
the profession.” (Grunig, 2008, p. 90). For instance, The Excellence Theory was created
by Grunig, Grunig, and Dozier (1992) and determines factors for which organizations can
be most effective. Finally, research for public relations “usually results from research on
the profession... and use[s] such ideas in the teaching of new practitioners and diffusejs]
them to current practitioners” (Grunig, 2008, p. 91). All three levels of research are
interrelated and could be used simultaneously to ensure that both theory and practice
determine an effective system. Grunig (2008) also describes theoretical and operational
thinking within the process of conceptualization. Theoretical thinking explains the
relationship between two or more variables in quantitative research and creates a logical
explanation. Operational thinking tests the created theory to ensure it can be valid and
reliable.
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Grunig (2008) then expands the evaluation process that measures an
organization’s effectiveness within their communications and public relations programs.
Public relations is critical to an organization’s success because it is the conduit between
an organization and its public and works to establish long-term partnerships with
stakeholders to participate in the “strategic management process” (p. 97). Effective
organizations partner with their internal and external publics to choose goals that are
mutually beneficial and implement programs and processes to support their overall
objectives. Based on Grunig (2008), organizations can be evaluated on a program level,
functional level, organizational level, and societal level. All four levels should be
evaluated using qualitative and quantitative formative research to “identify strategic
publics, to determine how the organization can communicate best to develop quality
relationships with those publics, to develop departmental structures that facilitate
communication with strategic publics, and to determine how the organization can align
its behavior with the needs of its publics.” (p. 98).
Program level.
The program level is the most basic level and assesses “individual communication
programs such as media relations, community relations, or employee relations” (Grunig,
2008, p. 97). This research assesses specific communication programs. This research is
evaluation-only, does not measure against organizational goals, and cannot be used to
assume effectiveness in other levels beyond the most basic (unless strategically
connected to larger goals). Formative research at this level includes regular
environmental scanning to understand the publics’ point of view and be able to predict
reactions to messages. During environmental scans, it is important to identify publics
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based on specific groups and then based on active, passive, and latent groups. Then it is
crucial to notice problems that the publics are facing in relation to the organization and
how the organization can solve them. Afterwards, the organization must create objectives
and incorporate them into a program that can be implemented and evaluated to improve
relationships. Formative research measurements at the programmatic level include
observations (on what publics are saying, thinking, and doing), advisory groups (and
volunteer committees), interviews (formal and informal), focus groups (for program
planning and policymaking), questionnaires and surveys (to understand perceptions),
content analysis of media (to identify themes or problems), cyber analysis (such as blogs
relating to interests of the organization), naturally occurring information, and databases
(p. 103). Based on this research, public relations practitioners must create symmetrical
“strategies to cultivate relationships” and “relationship outcomes” (p. 104). During this
process, the following one-way and two-way effects must be measured: exposure (or
mutual awareness), retention of messages (or accuracy), cognition (or understanding),
attitude (or agreement), and behavior (or symbiotic behavior). While one-way effects of
messages are important in communicating to groups of publics, the two-way effects of
messages are vital in co-creating situations and organizational goals.
Functional level.
The next level of analysis is the functional level. This level considers the
organizational structure of Communications as it pertains to interacting internally and
with external publics. Communication audits of the department occur at this level to test
if its contributions achieve maximum effectiveness of an organization. Formative and
evaluative research at this level includes benchmarking based on an organization’s
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competitors in the industry, as well as against similarly structure departments in the
organization. There are four fundamental characteristics that define an excellent public
relations department. The first characteristic entails participatory decision-making, which
creates a strategic management process that is widely accepted. This includes diversity in
the management circle and a flat organizational structure. The second characteristic
focuses on public relations being a managerial role instead of a technical role. In order for
a public relations department to be successful, practitioners must have a stake in the
strategy and planning instead of serving an administrative support function. The third
characteristic is to centralize the communications of the organization into the public
relations department, rather than separating communication pieces by department. The
final characteristic of an excellent public relations team is to ensure that the process
involves two-way symmetrical communication between an organization and its publics.
Publics must be welcomed and encouraged to engage with the organization to ensure
effective public relations activity (p. 112).
Organizational level.
Beyond the function level is the organizational level, which evaluates the role of
public relations within the scope of the organization, with particular consideration to the
added value of the department. At this level, “public relations staff contributes to
strategic decision making by using formative research as a means of environmental
scanning to identify publics with which an organization needs relationships” (p. 107).
This form of environmental scanning should be used to dictate decisions being made and
impact the strategic planning process. The formative research process should start with
monitoring decisions made by the dominant coalition, identifying potential issues,
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monitoring social media platforms, interviewing boundary spanners, identifying
stakeholders who will be affected, analyzing and document content, and tracking media
(Grunig, 2008, p. 108). Essentially, public relations practitioners must constantly be
aware of decisions being made in the organization and assess the potential consequences
of the decisions and how it will impact the publics. In the evaluative research process, it
is essential to consider communal and exchange relationships and their outcomes (trust,
mutuality of control, satisfaction, and commitment) over time (p. 109). The objective of
evaluative research is to ensure that the organization is adopting communications that
foster long-term relationships and perpetuate positive relations with publics. Only at this
level can ROI be roughly measured and applicable based on the value of public relations
actions and relationships to increase revenue, reduce cost, or reduce risk, although Grunig
(2008) surmises that measuring ROI for a public relations department is not necessary to
measure its value to the organization (p. 110).
Societal level.
The societal level is the final, most comprehensive level of analysis, which
assesses the impact that the organization makes to the welfare of society. This level
utilizes research from the previous levels to understand the long-term impact that the
organization has on its external environment. This level is based on the quality of
relationships, and ethics and social responsibility. The role of the public relations
practitioner is to cultivate relationships with publics that are directly linked with the
organization, as well as publics that have an indirect connection to the organization, such
as a geographical link. Public relations is evaluated based on its efforts and relationships
with publics in a broader scope of the community beyond the organization’s direct
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contributors and beneficiaries. Additionally, ethics should be considered based on the
teleological perspective (addressing the needs of the publics) and the deontological
perspective (fulfilling a moral obligation to publics)(p. 113). For instance, a public
relations practitioner’s role is to counsel the organization in making certain decisions,
with the goal towards meeting the needs of the organization as well as reaching the needs
of the publics. Alternatively, the practitioner also has the responsibility to protect the
organization’s publics from negative actions, which could include disclosing information
that could result in consequences for the publics.
Grunig (2008), along with the various other scholars cited in this literature review,
creates a lens for which to view and interpret the data presented in this thesis. The
Research and Methodology Chapter explains the various instruments and research studies
used for assessing activity at the independent school. Then, the Data Presentation Chapter
consists of three key components, which are equally important to understanding the
points of congruence and incongruence in the Institutional Advancement Department. As
mentioned in the Introduction, the first component is the internal perceptions of success
from members of the department by presenting the office structure, strategic plans, and
results from an internal survey. The second component discusses performed actions of
the Institutional Advancement Office to reach relational and fiduciary goals. The third
component presents research studies that assess progress towards reaching the fiduciary
and relational goals of the department. Then, all three components of the data
presentation are reviewed in conjunction with the theory and best practices form the
Literature Review to determine which congruences and incongruences exist between the
Development and Communications Offices. The analysis also seeks to understand if the
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perceived methods of achieving success are actually performed and achieve the desired
results. Also, it assesses if the offices are effectively working together to inform, engage,
and promote giving among community members. The final section then discusses if the
there are enough congruences to justify the continued coupling of the Development and
Communications Offices under the Institutional Advancement umbrella, or if there are
incongruences that would be best served and managed if the two officers were divided.
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Chapter 3: Research Design and Methodology
This thesis utilizes several research components to analyze the processes at the
school of study and to answer the main research question that encompasses the entire
premise of the thesis, which is: What congruences and incongruences exist between
Communications and Development at the School? Congruence is operationalized as
alignment of daily functions and operations to reach department and office strategic
goals. This term is assessed based on the integration, information exchange, symmetry,
and collaboration. The data is reviewed to estimate if the offices complement each other
to reach relational and fiduciary goals. Data is used to assess if the two offices are
partnering together and if their work complements each other to increase financial
support for the school and foster relationships through informing and engaging the
community. Alternatively, incongruence is operationalized as diverging functions and
operations at the practical and structural levels, which could impact the effectiveness of
the department. Practical incongruence consists of tactical misalignment between the two
offices, and structural incongruence consists of flaws within and between the two offices
that perpetuates issues involving communication gaps. These communication gaps lead to
missed opportunities internally, externally, and in the culture of the organization.
This research question was the impetus for the literature review and is an integral
part of the subsequent analyses because it is important to realize if the coupling of the
Development and Communications Offices in the Institutional Advancement Department
help to best utilize the current opportunities for congruences and alleviate incongruences
or if a new model should be adopted. This is assessed based on research studies,
segmented among the three data sections, which are detailed below. The research is
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utilized to review the effectiveness of the Communciations Office, which has the inherent
goal of building and strengthening relationships between the organization and its publics,
and the Development Office, which has the inherent goal of raising support for the
organization and reaching financial goals. The theoretical perspectives, previously
introduced in the fields of communications and development, guide the analyses and
interpretation of data. Each study entails a clear presentation of data collected and used
by the school, and a thorough interpretation of the data as it applies to the theory. The
research component for this thesis consists of survey, focus group, communication audit,
social media analysis, and website analytics data.
A. Perceptions of Success in Communications and Development
In the “Perceptions of Success in Communications and Development” chapter of
the thesis, a survey that was distributed to the Institutional Advancement Office is
presented and interpreted. The main purpose of the survey is to understand the
perceptions of members of Development and Communications with regard to best
practices, strategy, effectiveness of programs, and job assignments. The survey questions
can be found in Appendix A. The questions primarily related to the effectiveness of
specific departmental activities (which are the responsibility of both Development and
Communications) in promoting giving, informing publics, and promoting engagement.
These three goals were originally extracted from the departmental and respective office
strategic plans. The survey was created and distributed internally, to be used for academic
purposes and to assess the functionality of the department. This survey is analyzed along
with department roles and strategic plans of both offices in order to gain an accurate
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understanding of the idealized practices of success within the School’s Institutional
Advancement Office.
B. Realized Actions in Communications and Development
The “Realized Actions in Communications and Development” chapter of the
thesis reviews actualized practices within the department at the school, and utilize data
from research studies. This section consists of performed actions within Development
and Communications such as distributed materials, scheduled events, prospect
management processes and solicitations, social media activity, and reporting structures.
Communication pieces are also described to determine which parts of the community are
the intended audiences that are considered stakeholders in the organization’s public
relations. The research section utilizes an instrument to organize the actions and
succinctly demonstrate the similarities and differences between the actions with regards
to: team responsible, office responsible, level of symmetry, intention with regards to
meeting fiduciary or relational goals, and the constituency targeted. The instrument can
be found in Appendix B. This section assesses if all publics are considered within the
overall scope of organizational activity and how internal members of the organization
(students, faculty, and staff) are involved. Ultimately in the analysis section, the range of
activities at the school are compared with best practices from select scholars in the fields,
the survey distributed to the Institutional Advancement Office, and existing research
conducted by school employees and external consultants, which provides a
comprehensive assessment of the project management process at the organization.
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C. Measured Relational and Financial Performance Indicators
Substantial research is introduced in the “Measured Relational and Financial
Performance Indicators” section, to understand the impact of the current programs and
practices of Development and Communications. The research is organized by the two
goals, fiduciary and relational, which are being tracked through quantitative and
qualitative means. The fiduciary goals are related to fundraising progress against specific
Development goals. This research consists of a report review, which demonstrates
quantitative results. The report review assesses the current progress towards fundraising
and development goals against expected funds raised and benchmarking data. A review
of the giving history can also identify trends in participation and giving levels to
understand who is giving and if the levels are associated with satisfaction. These reports
are run internally to track monthly giving progress.
With regard to measuring relationships, most of the research was conducted by
external consultants on an ad-hoc basis. A key form of qualitative research used during
this level of analysis is findings from an initiative recommended by the Board of
Trustees. In 2010, a Community Task Force was created to examine the level of
community engagement and sense of belonging from community members of the school.
This Task Force hired an external consultant to conduct focus groups with key
stakeholder groups in 2011 and 2012. The results of this initiative were used to measure
the effectiveness of communication and development activity, and to identify the main
reactions of the publics to communications by the organization. The sampling, data
collection methods, results, and recommendations are presented and assessed.
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Another form of research used to track relational goals measured the effectiveness
of the organizational processes surrounding communications. In 2013, a communications
audit was performed at the school by an external consultant. The Communications Office
was measured with regard to its ability to empower its publics, the structure of the
department, its knowledge and use of theory and best practices in the field, and overall
cohesiveness. This section seeks to understand the importance (or lack thereof) of
Development and Communications being connected within the organization and assesses
the roles of the technicians and managers in the department and their influence. The
comprehensive analysis reviews department practices compared to best practices and
strategy and areas for improvement. The overview also examines the technician and
manager roles of communications practitioners, the integration of communications
throughout the organization (regardless of internal boundaries), and the dialogic element
of communications.
Next, results are presented from a survey of current parents in 2012 and an alumni
survey in 2013. These quantitative, closed-ended surveys tested the overall quality of the
school experience and asked specific questions that were pertinent to the communication
activities of the organization. Based on the survey data, particular attention is paid to
reactions from these groups of publics to various forms of Communication and
Development practices. The data from these surveys are invaluable because they were
distributed to our main constituency groups and were widely distributed for diverse
perspectives and responses. The surveys are also important in that the sampling is asked
to consider practices from the entire organization, which is beneficial in detecting the link
between communications and the overall organization.
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Finally, relational research can easily be tracked via online tools through the
school’s website or social media channels. Two forms of relational research for these
mediums are website analytics and social media analyses. Website analytics are provided
by an external consultant associated with the website’s interface. The results specifically
consider the website’s effectiveness in communication information on behalf of
Admission, Development, Auxiliary Revenue, and Athletics. Finally, the social media
analysis is outlined to assess the strength of our social media platforms including
Facebook, Twitter, and Google Community. This form of research is the most recent of
all of the research presented in this thesis and serves as a qualitative and quantitative
analysis of communication practices. The social media analysis identifies trends
throughout the social media sites, seeks to understand the posts that are most popular and
why, and reviews the overall effectiveness of these communication tools in engaging
groups of publics. The research studies and instruments outlined throughout the
methodology section are assessed together to understand if there are congruences and
incongruences within the Development and Communications Offices in achieving the
relational and financial goals of the organization. The analysis also understands if the
internal perceptions of success align with the realized actions of the department and if
they achieve the desired results. This is effectively assessed if the current office structure
is meeting the needs of the organization, or if the Development and Communications
Offices would provide more benefit if separate.
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Chapter 4: Data Findings
The three sections of the Data Findings Chapter present the internal perception of
success at the school, the realized activity at the school, and the measured indicators of
fiduciary and relational goals. All three sections are integral in understanding what
congruences and incongruences exist between the Development and Communication
Offices and to assess if the two offices are operating best as one entity or if they would be
more effective if they were independent of one another. The internal perception of
success section assesses if the two offices are intentionally partnering together and
present an internal survey, which assesses if employees actively see both offices and all
of their activity as providing value to the department. The realized actions section is vital
to understanding current operations and if the department is well represented in terms of
targeting all constituencies, reaching fiduciary and relational goals, and utilizing
resources from the existing teams and offices. The final section presents evidence that
determines if the activity of the department is effective in achieving the desired results.
The research presented reviews financial progress towards set goals as well as relational
progress towards enhancing relationships between the organization and its publics, as
well as among the publics. In this chapter, the three sections are reviewed exclusively,
and in the subsequent chapters, the data are evaluated together.
A. Perception of Success in Communications and Development
The Institutional Advancement Department focuses on relationships with publics
in order to reach the organization’s goals. As previously mentioned, the department
consists of the Development Office and the Communications Office, each with specific
plans to measure their success. The Development Office consists of sixteen positions that
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focus on organizing events, meeting with donors, and ultimately raising funds for the
School’s ambitious $65 million comprehensive Campaign and the annual fund. The
Communications Office consists of four positions and focuses on communicating news
and events to its publics, promoting engagement among members of the community, and
generating collateral that keep people apprised and informed of School-related
information. Both of the offices have goals and strategies, which are created annually and
are perceived to include best practices that lead to the continued success of the
organization. These plans are key to understanding the overall department’s idea of
success and ways to go about reaching their goals.
Development Office strategic plan.
In the Development Office, there are three main strategies that determine success.
The first strategy consists of promoting giving to reach financial goals for both the
Campaign and annual fund. Best practices surrounding this strategy include reaching
dollar goals and participation goals for various publics including trustees, alumni, and
parents. In order to go about accomplishing the first strategy according to the strategic
plan, the department must hire employees to fill any open and vacant positions, conduct
research on largest prospects, streamline reporting of goals through key performance
indicators and standardized reports, and increase accountability among employees
through reporting and meetings. Department members must also work on prospect
management by creating strategies for cultivating and soliciting top prospects (namely
the top 100 prospects with the highest gift targets), volunteer management to ensure that
volunteers are meeting with their assigned prospects, and that prospects in a prospect
manager’s portfolio are being tracked, solicited, and stewarded. In addition to tracking
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progress based on top prospects and quantified solicitations, progress is tracked by sub
goals for the Campaign, which are various initiatives including: planned giving, athletics,
modernization, faculty support, endowment, and annual fund. The second strategy for the
Development Office is to coordinate communications and plan events to build and
strengthen relationships and inform publics of various initiatives. Various events include
regional receptions throughout the country during the year that welcome all publics but
are marketed as alumni events, interactive sporting events to engage alumni athletes in
the tri-state area, stewardship events to recognize past endowment gifts, and cultivation
and solicitation events to engage key prospects in the current development goals and ask
for support. Communications include appeals for support throughout the year, reports of
progress for current and prospective donors, event talking points for the directors and
Head of School, and Campaign related collateral to provide to prospects during
solicitations for support. It is important to note that most of the Campaign collateral is
spearheaded by the Communications Office. Finally, the third strategy addresses
stewardship and continued relations with donors. This entails formal reporting to donors
about their gift (particularly named and endowed funds), management of stewardship
outreach from employees to donors, stewardship visits locally and regionally, mailings
surrounding specific holidays and events, constant identification of new donors and
groups to recognize, and the creation of a plan of public recognition of donors throughout
the Campaign.
Development Office structure.
The strategic plan for the Development Office is intended to serve as a blueprint
for success within the office in relation to the organization at large. The organizational
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structure promotes advancement in the strategic plan, by tasking employees with
functions that lead to success in Development. The structure of the office consists of an
Advancement Services Team, an Alumni Relations and Annual Giving Team, a Major
Gifts Team, and individual employees who focus on achieving the stated goals. The
Advancement Services Team of three is tasked with maintaining the database, processing
and acknowledging all gifts, and running reports to track progress and correspondence.
The Alumni Relations and Annual Giving Team of six coordinates events and activities
to promote engagement within the community (particularly with alumni and parents) and
raises funds for the unrestricted annual fund. The Major Gifts Team handles prospect
management for the Campaign and works on gifts of leadership levels. Individual
employees include directors who handle administrative and managerial tasks, stewardship
for donors, project related to the Campaign, and support for the specific teams. Although
the Development Office is broke down into subsets, the entire department is integrated
and members rely on each other to successfully perform their roles.
Communications Office strategic plan.
In the Communications Office, the strategic plan relies on communicating with
and engaging publics on behalf of the entire organization for the benefit of all subparts
including the Development Office, Admission Office, Athletics, and Auxiliary Programs.
The plan consists of three overarching strategic goals, which all involve partnering with
other teams throughout the organization. The first goal is to support the fundraising
efforts in the school. This goal has six objectives; the first is to increase participation and
revenue for the annual fund. This includes the production of appeals, email blasts, and
event planning. The second objective is to support the campaign effort in tandem with the
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external design firm. By partnering with the design firm, the Communications Office
ensure the branding and visual articulation of the Campaign goals and priorities. The
third objective is to increase participation and revenue for Planned Giving efforts. As part
of the Planned Giving effort, communications include web content on the website, a
quarterly newsletter, and additional pieces, as needed. The fourth objective is to build
awareness and increase attendance for Homecoming and Reunion. These two weekends
are critical in engaging the alumni and parent bodies by showcasing social media, online
communications and giving tools, and promoting event activities. The fifth objective is to
create a parent community that is highly engaged with volunteering and giving
opportunities. This involves partnering with the parents’ association for the School and
creating positive volunteer management opportunities. The sixth objective is to build
awareness about the school’s summer and auxiliary programs to help generate additional
revenue for the School. Communications can make a positive contribution on this
program by updating marketing tools and reviewing media outlets that build momentum
with the community. The next strategic goal is related to inter-departmental support, for
example to support communications related to Admission activities. This goal involves
partnering with each department to ensure the proper materials are created in a cohesive
manner and that each department has the resources and ability to be self-sufficient with
media access and communication resources. The final strategic goal is to foster
community and build engagement throughout the school utilizing print and web
communication methods. This goal includes social media plans, data-driven activities,
and collaborating with external consultants. The three overall strategic goals build the
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foundation for the Communications Office operations throughout the year and involve
direct support to other areas in order to ensure success.
Communications Office structure.
The Communications Office consists of four people to perform all
correspondence and meet the department goals. The Director of Strategic
Communications and Marketing is the manager in the office who oversees the office
operations, ensures that communication materials are aligned with the strategic plan,
interacts with all of the external design consultants, and manages the design and
production of all Campaign collateral. The Associate Director of Communications is next
in charge and produces all organization-related information including the family
directory, the employee handbook, the crisis communication handbook, and the printed
annual calendar of events. The Associate Director also promotes targeted initiatives (e.g.
athletics and the arts) within social media by publicizing up-to-the-minute news via social
mdia sites and other platforms. The Web and Portal Manager is also under the
Communications umbrella and handles all technology related communications including
the website and social media pages. This position tracks activity using web analytics and
reports usage to key members of the organization. They also handle all stationery needs
for the organization and act as the liaison for all photographers and videographers who
are hired for events and special needs. Finally, the Magazine Writer is the writer for the
alumni magazine, which is disseminated three times per year. This employee handles all
processes related to the magazine including strategy, writing, features, interviews,
photography, design, and production. All four employees within the Communications
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Office work together to create and enact communications that adhere to the
Communications strategy.
Points of intersection.
The Development and Communication teams struggle with their collective
identity given the departmental structure, office locations, and interaction time. The
offices are housed in separate rooms in the building, which limits the interaction to
project-based and task-oriented discussion rather than collaboration and strategy
integration. They interact in bi-weekly department meetings and ad hoc meetings
regarding projects, but do not communicate frequently. The integration is mainly through
the departmental structure, as the Communications Office serves under the Associate
Director of Advancement, who reports to the Director of Institutional Advancement. This
structure creates a layered approval process, ensures that Communications is a supportive
function to Development, and perpetuates a system where the Communications Office is
not directly represented (beyond the presence of the Director of Institutional
Advancement) at meetings with the dominant coalition.
Despite the organizational culture that separates Development from
Communications, the strategies from both Offices are integrated and both of the
departments engage in similar professional development opportunities, which help to
maintain the same jargon and context regarding the work they are performing. All
employees from the Institutional Advancement Department are encouraged to attend
conferences and webinars, visit peer organizations, and learn about best practices in the
field. In fact, in January 2014 the entire Communications Office attended a conference
hosted by the Council for Advancement and Support of Education (CASE) with select
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members of the Development Office in order to expand their knowledge in the field.
Other ways in which the office ensures best practices is by hiring external consultants to
undergo discovery and provide recommendations on services such as events,
communication designs, operations, and staffing. Finally, effective ways of staying up-todate on key trends and adopting new practices is by hiring new employees. Institutional
Advancement (Development in particular) is notorious for constant turnover, which is
detrimental in benchmarking performance and improvement, but beneficial in constantly
streaming new ideas and concepts.
Internal survey: framework.
Thus far, this section has discussed perceptions of Development and
Communications based on job functions, strategic plans, and professional development
efforts put in place by the department. The succeeding text focuses on the perceptions of
individual employees regardless of their position within the organization. A survey was
conducted to assess department members’ perceptions regarding the effectiveness of
select department efforts in achieving various goals and build relationships with
stakeholders. This survey was segmented to target specific components within both
subsets of the department. The goals that were measured in the study were to determine:
if a vehicle or effort was effective in motivating giving (a development goal), promoting
engagement, and/or informing the public. These goals were incorporated into the research
study and the questions were based on perceptions of employees in the organization.
Measuring employees’ perceptions is the first step towards determining the effectiveness
of department practices and ensuring the organization’s resources are used properly to
ensure a competitive advantage. Additionally, the survey had identified areas of
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disconnect to educate employees on the impact of such communication tools and evaluate
its relevance within the organization. Based on Grunig (2008) this is research done in
public relations at the program level and functional levels, rather than research fo r or
research on public relations.
Levine’s (2008) research was taken into account when creating the survey,
because the spirit of her study was in the integration of development and communications
in organizations. The survey questions measuring giving, informing, and engaging
publics, tested the following communication vehicles: appeals, personal letters, events,
website, alumni magazine, phone call from a peer, phone call from a staff member,
emails, videos, and social media. These vehicles were chosen based on their diverse
sources. For instance, the website, alumni magazine, social media, and select videos are
created by Communications. Appeals, personal letters, events, phone call from staff,
emails, and videos are created by Development. Finally, a phone call from a peer is a
communications tool that is conducted by volunteers and external parties. Therefore,
results from the data that were collected determined the impact of individual department
subsets (or positions) on the specific actions. The data also assessed if certain programs
and actions were more universally effective than others, and if tools performed by one
team are reaching that team’s goal and vice versa.
Internal survey: distribution.
In April 2014 the survey was distributed to the Institutional Advancement Office,
which consisted of 17 people at the time (excluding the researcher), to understand the
perceived relationship between communication tools and desired outcomes as well as
assess the perceived effectiveness of our communication tools. Of the seventeen members
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of the department (excluding the researcher), sixteen individuals took the survey, for a
response rate of 94.1%. Of the participants surveyed, 63% of them had worked at the
school for three years or less. The variables were operationalized by comparisons (since
numbers are relative) with continuous, ordinal data that varies in magnitude. Most of the
survey questions, all of which can be found in Appendix A, measured intangible, soft
results to determine process outcomes. Although this is difficult to quantify, the questions
were based on perception rather than hard data. It is assumed that based on the results of
the survey, hard data can be obtained to triangulate the results. This process is undertaken
in the succeeding sections of the thesis to measure the actualized results and the outcomes
based on additional research with the intended publics.
Internal survey: results.
The internal survey yielded valuable insight regarding effectiveness of particular
actions in achieving the departmental goals. Figure 1 provides an overview of the data.
Figure 1: Overview of Internal Survey
Departmental Goal

Most Effective Action

Least Effective Action

Promoting Giving

Personal Letters

Social Media

Informing Community

Website

Social Media

Promoting Engagement

Events

Appeals

In the initial analysis of actions that promote giving, multiple themes were
identified. In the question regarding the impact of communication vehicles on giving,
personal letters seem to be the most effective vehicle to promote giving and social media
was ranked least effective. Phone calls from a peer are also extremely effective (8 people
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said it was the most effective action), and phone calls from a staff member are also
perceived as being effective. Finally, videos and the website are ineffective in prompting
donors to give. Based on the data, employees do not perceive the communication actions
(website, alumni magazine, social media, and videos) as having an impact on giving.
However, actions by volunteers and external parties (phone calls to peers) had a close
correlation to perceived impact on giving. Ironically, development actions varied in
perceived effectiveness towards giving. While personal letters, calls from staff, and
appeals were seen as effective, most people felt that events, emails, and videos were not
effective for the intended outcome. This is important to mention, because it signifies
disconnectedness in the strategy and function compared to the perceived benefit.
For the question regarding which Communications and Development actions were
effective in informing publics, the website is seen as the most effective tool and events
trailed closely behind as being very effective in informing publics. Emails and phone
calls from a staff member are also effective vehicles in informing the public. The alumni
magazine was moderately informative. Appeals and social media were perceived as not
being very effective in informing people. The data was also analyzed by Development
and Communications functions. It was determined that employees perceive
Communications functions (website, alumni magazine, social media, and videos) vary in
their effectiveness in informing community members. While the website and the alumni
magazine were seen as effective, social media and videos did not have buy-in.
Alternatively, phone calls from a peer (which is the job function of an external party or
volunteer) are perceived as effective in informing people. Finally, Development functions
varied in effectiveness, since events, calls from a staff member, and emails were
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effective, but the others were not perceived as such. Therefore, informational activities
were not targeted to one specific area of action, but rather employees perceived this
outcome as being achieved by multiple platforms across subsets and job functions.
Finally, with regard to engaging publics, appeals were seen as ineffective in
engaging publics although events were perceived as extremely effective in engagement.
A phone call from a peer was also perceived as being an effective method to engage
publics and was ranked second in achieving the desired outcome. Once again, social
media had the largest dispersion of ratings, although this question elicited a more
consistent response than in the previous questions. Considering the data by Development
and Communications functions, it is not clear which subset offers the greatest advantage
in engaging publics. Actions performed by the Communications Office were perceived as
being moderately effective in engagement. Those performed by Development ranged
from being very ineffective (appeals) to very effective (events), with a wide range of
actions in the middle based on the collected responses. Phones call from a peer, which is
an action performed by an external party or volunteer, was perceived as one of the best
options in engaging publics.
There are several overall themes that arose from the survey. First, employees at
the undisclosed school do not agree on the effectiveness of social media for
Communications or Development purposes. The widely distributed responses indicate
that participants were not sure how to measure it and rank it against the proposed criteria.
The results of the research study showed the overall disconnect in the perception that
social media is an effective communication tool towards the organization’s publics. Next,
events are perceived as great “friend raisers” to promote community, not to positively
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effect giving. This is important so that development can reconsider the purpose,
positioning, and messaging of their events. Overall, the survey identified the
department’s perceptions of events as an informative tool rather than a cultivation or
solicitation tool for a gift. In all three measurements, a phone call from a peer was highly
ranked as an effective communication vehicle, which claims there is value in volunteers
and public involvement. Peer-to-peer interaction was perceived as very effective
particularly with prompting action from others, such as giving and becoming engaged.
Finally, as discussed earlier, of the items, five actions are directly performed by
development, and three are produced by communications, with videos straddling both
subsets and peer calls as external actions. Overall, the ideal situation would be for
development pieces to be seen as promoting giving and communication pieces to be seen
as informing and engaging. In reality, when each of the actions are evaluated against the
data for giving, informing, and engaging, the results conclude that communication actions
are primarily seen as informing and then engaging publics. In all of the cases, when the
communication actions were assessed against all of the actions, they were all seen as least
effective in promoting giving. Based on the development actions, appeals, personal
letters, and phone calls from a staff member were seen as primarily impacting giving.
However, events were perceived as engagement actions, while emails were seen as
informing actions. Finally, phone calls from peers were important for each of the
outcomes, but most important for prompting giving. This analysis indicates that
employees at the school perceive the Communications Office as performing actions that
suit the intended purpose, while not claiming the same of the Development Office’s
actions.
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This type of research is important because it is critical that an organization
constantly measure general perceptions of the effectiveness of various departmental
activities. A survey of this kind allowed employees to provide open and honest
anonymous feedback without fear of criticism or judgment. Also, this quantitative study
was a clear evaluation of the alignment of department members in assessing activity in
relation to outcome. The survey also brought to light disconnect in the communication
flows within the Institutional Advancement Office, which was important to note. The
lack of internal communication impeded a department member from taking the survey,
and an addition member of the same department told me informally that she made “her
best guess” at some of the questions since she had no way of knowing them. This was an
invaluable finding throughout the survey process because department members could be
duplicating efforts and could not be communicating well to the public based on the lack
of internal communication. This is a topic that requires further research and intervention.
The next section of this thesis considers current programs and actions performed by the
department.
B. Realized Actions in Communications and Development
The previous section investigated perceptions of success among members of the
Development and Communications Offices, which make up the Institutional
Advancement Department. Strategic plans were presented as well as a survey measuring
the perceived effectiveness of existing programs and materials in reaching the various
departmental goals. This section builds on what was discussed, and considers the
actualized practices throughout the department. On the following page, Figure 1 provides
an overview of the activity performed by the Development and Communications Offices.
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This figure entails the action, the team responsible, the office responsible, target
constituencies, style of communication, and the intention of each action towards reaching
financial or relational goals. Specific actions are elaborated on based on their impact in
the organization. Throughout the review of the departmental actions, three overarching
identifiers were exhibited, which added various layers of complexity to the analysis. Each
of the three identifiers are described in more detail, below. The first identifier was
Grunig’s (2008) levels of analysis. The second was the opposing segmentation of groups
of public, which varied greatly based on Communications and Development functions.
The third identifier was the style of communication based on one-way and two-way
symmetry. Each of these identifiers are described in detail below, but the structure of this
section is in order of communication style.
Each of the presented actions can be categorized by Grunig’s (2008) theoretical
framework for conceptualizing quantitative research in public relations, which include
the program, functional, organizational, and societal levels. It is important to note that
while an action is likely identified as belonging to one specific level, most of them have
various layers of complexity and have components that fall under additional levels. For
the purpose of this data presentation, the actions performed by the Institutional
Advancement department are simplified into one overarching level. Actions at the
program level are produced pieces that are designed and distributed by the Institutional
Advancement department for a target audience. Certain actions qualify as program level
actions, and others simply have components of the specific level. For instance,
characteristics of actions at the program level describe the performed action, state the
intended audience, and note the target goals. Actions at the functional level could involve
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meetings to encourage collaboration and interaction between employees, and research
and reporting to track program level activity. This level analyzes the degree of
collaboration between department members and what collaboration is taking place, as
well as the overlap in job responsibility of each of the said actions, and involved parties
in producing actions, programs, and materials. Actions at the organizational level also
include specific meetings and research and reporting initiatives. At the organizational
level, actions are assessed based on interdepartmental communication and involvement
and buy-in and accountability from internal members of the school who work beyond the
Institutional Advancement Department. Finally, actions at the societal level are intended
to impact the external community beyond directly connected public groups (e.g.
geographically connected publics). This level reviews communication practices with
geographic publics and various external involvements and is considered by the overall
impact on society and active engagement with the community. Specific societal actions
could be identified as involvement with local news sources such as a town-wide
publication, or sharing facilities with community members for various initiatives and
events.
The next identifier in the overview of activity among the respective offices is the overt
distinction of target groups of publics based on project manager and team. In this
representation, it becomes apparent that members of the Communications Office segment
groups of publics by constituency group in relation to the school. For instance, various
publics include alumni, current parents, past parents, current students, grandparents,
Trustees, employees, and friends. This perception of target publics is adopted by most of
the organization and throughout most communication vehicles. The segmentation was
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appropriate given the necessity of information by the different groups. For example,
students and parents must learn of important school information including snow days,
changes in schedules, field trips, tuition payment schedules, and more. Alumni are
apprised of information regarding important events, networking programs, and alumni
association news. However, trustees are notified of all events and school related news,
Board meeting schedules and materials, and quarterly status reports. Each of the noted
groups relies on vastly different levels of communication and is communicated to based
on their affiliation and assumed interest in the organization. Alternatively, the
Development Office is unique from the rest of the organization in that it segments groups
of publics into prospects and donors, and further segment these groups by constituency.
Donors receive stewardship mailings, invitations to events, fundraising progress reports,
and additional appeals, if appropriate. Prospects receive fundraising appeals, solicitation
meeting and visit requests, and cultivation efforts. Additionally, prospects and donors are
targeted based on their relation to the school and potential interest in fundraising
initiatives based on direct or indirect involvement with various sports, clubs, classes, or
individuals. For this reason, the activity performed by Development versus
Communication (and the overall organization) adds a level of complexity given the
different target groups of publics. Also, this complicates tracking and reporting of activity
given the unique segmentation of the groups from each subset.
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Intention Constituency Targeted

Relational Community (specifically alumni)

Relational Community

Relational Parents, Trustees, Alumni, Internal

Office Responsil Symmetry

Communications One-way asymmetrical

Communications One-way asymmetrical

Communications One-way asymmetrical

Figure 2: Realized Actions Chart
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Finally, activity from the Institutional Advancement department can be
differentiated based on the communication style of each activity. As previously
mentioned, the most preferable style of communication is two-way symmetrical, which is
conversational between the organization and its publics. However, there is significant
diversity in the communication style of each action within the two offices. Most of the
pieces by Communications are one-way asymmetrical forms of communication. Except
for social media, each of the outputs from the Communications Office does not welcome
feedback from community members, or provide an opening for conversation. Conversely,
many Development activities request feedback from publics and foster a sense of
collaboration. This is consistent with a well-known concept in Development, which is:
ask for money and you will get advice, ask for advice and you will get money. This
phrase signifies that when a community member feels that their opinion is valued and that
they have stake in the organization, they are more inclined to provide support to ensure
its success. Throughout all organizations, having a variety of actions that utilize each of
the communication styles is essential. For instance, the weekly newsletter is an
informational piece that is disseminated to current parents to keep them informed of
school-related news and events. Alternatively, a small prospect dinner requests feedback
and provides key community members with an opportunity to converse with the top
administration of the organization. Depending on the purpose and objective of the action,
different styles are required in order to ensure effectiveness. Communication symmetry is
not synonymous with integration at the internal level, although the two are potentially
linked. For the purposes of this data presentation, the departmental actions are listed by
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communication style, which, as mentioned in the Literature Review, are one-way
asymmetrical, two-way asymmetrical, one-way symmetrical, and two-way symmetrical.
One-way asymmetrical actions.
The Communications Office creates specific materials to inform its publics of the
organization’s news and accomplishments. Perhaps the most established form of one-way
asymmetrical communication is the alumni magazine. The alumni magazine is one of the
few printed pieces produced by the department (apart from the Annual Report, which is
discussed later). This communication piece was originally intended to engage alumni of
the institution, but has since evolved into a mass-distributed piece to the entire school
community. Each magazine issue is produced two to three times per year and reports on
general school news that could be found on the website, if interested parties searched for
it. The objective of this communication vehicle is to engage alumni who might not be
directly involved with the school, and do not visit campus. Given that this piece has a
one-way asymmetrical style of communication, it does not solicit responses once the
piece has been produced, and it does not start a conversation with publics. Otherwise, this
piece identifies a conflict between campus news and fundraising news—particularly since
the Communications Office is juxtaposed with the Development Office. In some cases,
schools choose to produce two separate magazines: one for fundraising purposes, and one
for school news. The school has not yet identified this need since the two departments are
integrated and the manpower to produce a magazine is substantial. However,
Development motives shine through in this communication piece, since appeal envelopes
are included in each issue and one method in which the alumni magazine is tracked on
effectiveness is by the amount of money raised from the piece. Otherwise, it is difficult to
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quantify the success of a magazine edition because, as is the challenge with all printed
pieces, there is no way to track the read rate and return on investment apart from sporadic
snippets of feedback. Despite this caveat, it remains important that the alumni magazine
is a diplomatic communications piece since this is sometimes the only piece of
communication that a community member reads from the school.
Another similar communications action is the organization’s website. Groups of
publics see informative materials through the website and portals, which are interactive
and are constantly used for people regardless of their direct interaction with the
organization. These forms of communication are the most beneficial since they provide
the most up-to-date information over any other news source, with the exception of social
media sites. This vehicle can share information that otherwise may not reach the
community at large, unless emailed. However, a negative aspect of the website and portal
is that they do not encourage two-way symmetrical communication. Rather, they promote
one-way asymmetrical activity. One person in the Communications Office manages these
two vehicles, with input from various other employees. The website considers a different
approach from Development because it focuses on editorial integrity for the
organization’s best interest. It does not take a fundraising approach. The website and
portal are measured based on website analytics that track the amount of clicks to each
website and the amount of time spent on various pages. Internal studies have shown that
the website is most effective in informing prospective parents interested in applying for
admission. Also, specific portals are used by alumni and parents, but most frequently
accessed by the Board of Trustees via the Trustee portal in advance of quarterly Board
meetings. Nevertheless, both the website and the portals meet the various needs of the
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constituents and are perceived as being the most effective tools for informing publics by
the Institutional Advancement Office via the internal survey that was presented in the
Conceptions of Success section of this thesis.
The Communications Office also produces communications pieces for segmented
groups of publics. Some of these pieces include production of graduation materials for
parents who have children graduating during the academic year, admission materials for
prospective parents, and auxiliary revenue materials for potential clients interested in
utilizing the school’s facilities. The materials for these three areas vary from specific
pages on the general website, brochures and flyers, and advertisements posted in
commercial spaces throughout the state. The intention behind the collateral for these
purposes is to educate a target audience on the opportunities and news. On all of the
materials, there is a point of contact that can answer any questions that the target group
member may have, although the specific pieces produced for these purposes are one-way
asymmetrical. Despite the closed nature of these communication pieces, the materials
produced for each of the initiatives is the most effective mode of communication for its
purpose and generate the most business over any other promotional push. The pieces also
serve to establish credibility among other organizations and individuals and to create a
positive reputation for each of the named initiatives at the school.
Videos are also produced and disseminated to provide awareness for schoolrelated events and to engage publics. These videos are considered one-way asymmetrical
since they are pushed out over the Internet to a variety of public groups, without
requesting feedback or a response. At times, feedback is given to the Institutional
Advancement Office via email or social media outlets, but that happens rarely. The
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videos are effective in promoting school-wide collaboration and interaction between the
staff members and the faculty and students. They are helpful in establishing an online
presence for the organization and archiving important milestones, but are not linked to
fundraising goals.
The activities previously mentioned are the responsibility of the Communications
Office. The Development Office also engages in several actions that have a one-way
asymmetrical style of communication. Most of these actions, such as personal letters,
appeals, Campaign collateral, and videos, are related to the fiduciary responsibility of the
organization. However, one performed action from the Development Office permeates
into the Communications Office, and is an informative weekly newsletter. The Alumni
Relations and Annual Giving team, based on compiled announcements from the
organization at large, disseminates this electronic newsletter once a week. This action is
extremely valuable, as it is the main form of internal collaboration between the two
departments and its internal and external counterparts within the organization. The
weekly newsletter primarily informs and engages current parents and communicates
important news regarding day-to-day activities of the organization. The intended
communication style is one-way asymmetrical communication, as it is more of an
informational piece with announcements, the production process is symmetrical. Unlike a
printed piece, the weekly newsletter is a brief overview of events and is seen as a timesensitive refresher rather than a lengthy and consuming informational piece such as the
alumni magazine. This department activity requires the most inter-departmental
collaboration over any other performed activity and significantly benefits the Institutional
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Advancement Office in providing up to date information that aligns the various facets of
the organization.
The next one-way asymmetrical piece is the Annual Report, which is a
stewardship communications piece produced by the Development Office, also in
conjunction with the Communications Office. This widely distributed piece is produced
once a year to recognize and steward those who have supported the organization during
the previous fiscal year. It also demonstrates the financial success of the organization
with regard to budget, expenditures, endowment performance, and program performance.
This piece lives online and is emailed out to the community, but paper versions are also
produced for those who do not wish to access electronic copies. The Annual Report is
measured for success based on the amount of online traction (through website and email
analytics), and the amount of inquires and changes to the report after publication. Unlike
most other activities from the department, this piece does not have specific goals related
to fundraising and engagement. This is an informative piece that is shared for the overall
health and transparency of the organization and is intended to steward donors who
supported the organization over the previous fiscal year. The nature of the action is one
way asymmetrical because it does not solicit comments from the audience receiving the
piece. Also, the annual report layout and format remains constant year after year and can
be characterized as a reporting piece from the organization rather than a dialogic piece.
Despite the closed external nature of the annual report, it inspires internal collaboration
between Development and Communications because the substance of the piece is a
Development function but the article features (interviews of donors during the last fiscal
year), the layout and design, and the production are Communications functions. This
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vehicle offers an opportunity for alignment and partnership in ways that other
communications and activities cannot.
As previously mentioned, the most effective communication style for successful
fundraising is two-way symmetrical, however, in order to reach broad groups of people
one-way asymmetrical supplements are necessary. Appeals are one form of fundraising
by mail, as it targets all prospects in the community and demonstrates the need and cause
for support. These are direct mail pieces that generate hundreds of thousands of dollars
for the organization each year because of their wide reach to groups of publics. Typically
appeals are segmented based on the giving levels of the donors; certain publics receive
general appeals, while larger donors receive custom leadership appeals. This fundraising
vehicle eliminates customization for smaller groups therefore decreasing the production
time and manpower. The customization for the larger donors is the select group of
individuals who warrant special attention. Appeals involve one-way asymmetrical
communication that do not request feedback or input from groups of publics. At the
school, appeals can be disseminated through postal mail or electronic mail. Also, they
require a moderate degree of collaboration to ensure accurate budget information is
distributed. This piece, similar to personal letters and personal phone calls, serve as
Development tools, which regard positive information rather than editorial integrity such
as communications pieces.
Another broad method of raising funds for the department is to send out personal
letters to prospects from staff members. The goal of this departmental action is to inform
prospects about new fundraising initiatives and to gain traction for a fundraising effort.
Typically, personal letters are sent to a wide net of individuals who might be interested in
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learning about the various projects. These letters from staff members are followed-up
with phone calls and/or requests for a meeting to begin the cultivation and solicitation
conversation. The recipient’s response to the letter and follow-up is key in qualifying
them as a prospect. Although the letters are followed-up with two-way symmetrical
communication, this action itself serves as a one-way asymmetrical method of
interaction, which could attribute a potential lack of investment from the recipient. This
action serves a different purpose from a phone call in that it is a vehicle that allows
department members to blanket cultivate potential prospects, however this action losses
the personal touch which could ultimately be the deciding factor regarding if a prospect
supports the organization. This tool can reach the masses but loses its impact. This action
is performed by an individual and does not require significant collaboration for
execution.
Campaign collateral and videos are other forms of one-way asymmetrical
communication, since they are intended to inform and engage prospects and donors but
not require dialogue. Campaign collateral includes brochures, inserts, white papers, and
informative designs to educate prospects about the fundraising initiatives. Collateral is
created for each of the various initiatives and is constantly updated to ensure accurate and
current information. This collateral is displayed through the school and is presented at
events and meetings in order to ensure common language between all members of the
organization. Similarly, Campaign videos are intended to intrigue prospects and in some
cases steward donors. The videos are also updated frequently to show financial progress
and keep the fundraising initiatives fresh and exciting. These Campaign materials require
collaboration throughout the school and with various members of the community. These

Nonprofit Alignment for Maximized Success

73

pieces are not tracked to determine success especially since the Campaign collateral is
presented in conjunction with other activities to achieve the same goal, which is financial
support. However, these activities are important visuals to motivate prospects and donors
to give to the Campaign.
Another action that stems into two-way symmetrical communication is invitations
to events. Invitations are produced for all events throughout the department; typically,
over 50 events are organized throughout the academic year. Invitations are designed and
produced for each specific event and are mailed out to community members based on
their relationship with the school, their location in relation to the event, or their interest in
fundraising initiatives. While invitations do not automatically start a dialogue, they
promote interaction by requesting responses via web, email, or phone. Additionally, if
attendees are motivated to attend an event based on the invitation, they will embark upon
an open forum with two-way symmetrical communication. However, this standalone
action cannot be considered dialogic.
Two-way asymmetrical actions.
The next communication style that is practiced is two-way asymmetrical
communication. This style is not practiced often, as it describes an activity that involves
open communication between the sender and the receiver, but is not productive
conversation that mutually-creates situations. This style occurs when one party seeks to
persuade another party rather than compromise and ensure satisfaction. Two-way
asymmetrical actions are not practiced often, but they occur sporadically. One such
instance is through Campaign events. A Campaign event is an event that ranges from
twenty-five to two hundred community members in attendance to be informed of a
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particularly fundraising project. Although the Campaign is a fundraising initiative, it
consists of eight separate projects among them the annual fund. Each of these projects
has set goals in order to be funded and accomplished. These goals include endowments
such as financial aid or faculty support, or capital projects such as modernization of both
campuses, reconstruction of the tennis facility, soccer field, or football and lacrosse field,
or the construction of an Athletics Center. Campaign events inform and engage
community members and prospects that may be interested in supporting this particular
initiative. The invitation list is broad and the event itself requires significant collaboration
and strategy. A formal program with scheduled speakers ensures that the intended talking
points are covered, and in some cases strategic seating assignments ensure that
connections are made between a prospect and the assigned solicitor. Also, most
importantly, event debriefing and follow-up actions take place immediately after an event
to ensure that the momentum continues and the desired effect is achieved. An event is
measured based on attendance, feedback, funds raised at the event and in response to the
event, and meaningful actions in prospect strategies. These events are two-way
asymmetrical, because although communication is encouraged between a group of
publics and the organization, ultimately the purpose of the event is not to hear feedback
but rather to pitch an initiative.
Two- way symmetrical actions.
A third style of communication that is practiced is two-way symmetrical
communication. As previously mentioned, this is the most effective form of
communication, and it occurs throughout most of the smaller and more intimate events.
The Institutional Advancement department relies on gifts from donors in order to thrive,
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and the best way to promote giving among the community is to show the value of each
community member and allow each donor to have a voice and feel listened to. Therefore,
most fundraising actions involve some form of two-way symmetry. One such action is a
phone call from a staff member, which is mainly a function of the Alumni Relations and
Annual Giving team. The overall fundraising goal of this team is to raise unrestricted
funds for the school’s operating budget through an annual giving program known as
annual fund. The goal is on a sliding scale, which is set at the beginning of each year
based on the success of the previous year. The 2014 annual fund goal was $2.75 million
with participation goals for the two main constituent groups: parents and alumni. During
the fundraising process, members of the Alumni Relations and Annual Giving team make
phone calls to prospects to solicit them for the annual fund. Phone calls were also made
to donors to thank them for a gift they made online or by mail. Phone calls enact two-way
symmetrical communication between the organization and its publics. This action is
successful if the solicitation phone call results in dollars raised, increased gift from
previous years, and participation. This action occurs at Grunig’s (2008) program level,
because it is seen as an output from the department. Phone calls are particularly effective
for new members of the community, who must be educated on the organization’s goals.
Also, they are effective for prospects that have given in the past but have not yet given
for the current fiscal year. Towards the end of the fiscal year, phone calls are the most
important solicitation vehicle because they prompt action and add a personal touch that
does not require travel time or additional expense. This action does not require
collaboration or a team-based effort to be completed.
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Another development-oriented action that is two-way symmetrical is a prospect
visit or solicitation. Prospect meetings are extremely personalized and are one-on-one
activities that involve an employee or representative from the organization and a member
of the communication who may have the inclination and capacity to support the
organization with a significant financial contribution. These meetings present the case for
financial support of the organization and are the most personal method of two-way
symmetrical conversation. A prospect visit or solicitation is measured based on the
results of the meeting; it is considered successful if it furthers along a gift conversation or
results in a gift or commitment of some sort. These visits are strictly used for Campaign
and major gifts, to guarantee a significant return on investment. In most cases, prospect
meetings are limited to prospects that can make gifts of $25,000 or more. Although the
execution of the activity is custom, these meetings involve significant collaboration and
are paired with well though-out strategies leading a prospect through qualification,
cultivation, and solicitation. The Major Gifts team is directly responsible for enacting
prospect meetings, as are Campaign Steering Committee members who are described in
more detail on the following page, although additional employees partake in these actions
based on their relationship to the recipient. Depending on the organization’s size and
fundraising initiatives, different size staff on the Major Gifts teams are required, but in
some cases, an organization’s Development Office consists of mostly Major Gifts and
administrative assistants. At the undisclosed school, the Major Gifts team is a small
group, but prospect manger responsibilities are spread throughout the department to
people who work outside of the specific team.
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In consideration of resources and cost, larger fundraising initiatives call for group
prospect meetings and solicitations. At the school, prospect cultivation events were
termed Dialogue Dinners at the onset of the Campaign in 2010 to inform and motivate
key supports of the organization. Since then, prospects have been informed of the
Campaign and the events have evolved into solicitation priming, and actual solicitation
meetings coined as Headmaster Dinners. These Headmaster Dinners involve groups of
approximately ten people (typically two hosts and eight prospects including couples) to
serve as a Campaign update and motivation to give. Each dinner links individuals through
a common thread ranging from similar Campaign interests, connection to the school,
prospect manager assignments (which is not known outside of the Development Office
and volunteers involved), and solicitation readiness. These events also serve as informal
environmental scans, since it involves two-way symmetrical communication in an
informal setting to encourage candor and openness. While this scan effectively collects
public opinions, it is a bit skewed as it focuses on supposed advocates, rather than
activists for a specific cause or disgruntled community members. The success of a
Headmaster Dinner can be measured by the amount of dollars raised compared to the
intended target and the number of gifts closed during the event or following the event.
Stewardship dinners are of a similar nature and encourage similar dialogue between
internal and external parties, although they do not have tangible goals because the
ultimate purpose is to build social capital in preparation for the next request for support.
Another action performed by the Development Office, which requires two-way
symmetrical communication, is volunteer management. Typically, volunteer management
involves key community members such as current parents or alumni reaching out to their
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colleagues to solicit them for a small contribution to the annual fund. A more advanced
form of volunteer management is through the Campaign Steering Committee, which is a
committee on the Board of Trustees who serves as oversight for the $65 million
fundraising initiative. At this level, Campaign Steering Committee members reach out to
their peers to introduce the conversation and move the prospect through the various levels
of the solicitation process (identify, qualify, create strategy, cultivate, solicit, negotiate
gift, and steward). Regardless of the level of volunteer management, this action involves
multiple dimensions of two-way symmetrical communication. First, the interaction
between the volunteer and the internal staff member is a partnership that requires
dialogue throughout the entire work process. Second, the work that the volunteer
performs on behalf of the organization typically requires conversation with their peers
and the co-creation of a situation that determines the financial support to the school. In
each of these cases, success is measured differently. In the fist scenario, success is
measured by the amount of work that the volunteer performs on behalf of the
organization and in the second scenario success comes in the form of dollars raised and
progress with the prospect. This action from the Development Office is unique in that it
requires collaboration with external parties. External involvement forces a new working
dynamic and potentially allows groups of publics to feel vested in their relationship with
the organization and perpetuate loyalty.
The Campaign Steering Committee is part of the overall Board of Trustees, which
is a committee made up of community members who have a vested interest in the
wellbeing of the organization and have the authority to reject or accept the important
decisions made by the organization. Typically, trustees have one (or more) of three
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characteristics: wealth (financial commitment and support to the school), work (time and
energy investment in the school), or wisdom (renowned professionals in their field
willing to advise the school in a particular field). As such, quarterly Board of Trustee
meetings are scheduled throughout the year to ensure the Trustees are knowledgeable on
the school’s practices in order to offer the best advice and provide the necessary
approvals on important decisions. These meetings fall under the purview of the
Development Office which require scheduling meetings, creating documents and posting
them to the trustees portal, arranging catering, managing next steps, and presenting at the
meetings. These meetings can be seen as involving two-way symmetrical communication
since the school is enlisting in a dialogue with an external party in order to determine the
most effective organizational operations. Additionally, preparation for the meetings, as
well as maintenance of the trustee portal, requires significant internal collaboration and
integration.
In addition to fundraising activities and Board of Trustee interactions, the
Development Office produces activities and events to promote engagement within the
community. This ensures that groups of publics feel connected to the organization and are
inspired to support it to ensure financial sustainability. Two such events are Homecoming
and Reunion. Homecoming and Reunion are marketed as alumni engagement events, but
include all members of the community such as parents and students. As a result, there is a
significant mix of alumni and parents. These events are broad and serve as communitybuilders. They do not involve set programs (in most cases) but instead provide
opportunities for meaningful interactions with community members through two-way
symmetrical communication. Homecoming and Reunion are assessed solely on
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attendance and participation. As such, members who may not be engaged with the
organization can be open to reuniting with their classmates and friends without concern
of ulterior motives. Some organizations use Reunions as fundraising opportunities, but
this has not yet been considered a priority for the school.
Engagement activities inspire a sense of belonging and pride in community
members. Additional engagement events are regional alumni receptions across the
country. These receptions are marketed as alumni events, but invite all members within
close proximity to the respective event location. These events occur throughout the year
in places such as Florida, California, Georgia, Massachusetts, Texas, Illinois, and
Minnesota. A small team of Development employees attends these events, which are
associated with the Alumni Relations and Annual Giving department. These events
promote two-way symmetrical communication and require a slight degree of
collaboration. The collaboration is between the Development Office and the
Communications Office because ultimately the Communications Office creates the
talking points for the event. For this reason, the two offices meet prior to each event to
discuss the objectives, messages, and audience. The talking points and the overall
receptions are effective in engaging publics who are dispersed by way of geographic
location although continue to seek involvement. Also, the receptions provide the
opportunity to spread information and news about the organization in a personal face-toface manner. Above all, these events are scheduled with the Headmaster and have an
internal relations benefit as they ensure that the key administration are aligned with the
Institutional Advancement department to reach its goals.
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One-way symmetrical actions
In contrast to printed pieces that are one-way symmetrical forms of
communication, social media provides an interactive way for organizations to connect
with their publics and foster two-way symmetrical communication. The School uses
outlets such as Facebook and Twitter to connect with different constituencies. The
organization constantly works to be ahead of the curve with new applications and plans to
expand its reach to Instagram throughout the 2014-2015 academic year. The Twitter
account has biographical information about the school and their posts consist of athletic
news and updates. This page is also used to communicate snow days and share other
exciting promotional information. The Facebook account consists of similar information,
but also posts photos and school related information. These social media sites are used
strictly for communication purposes and do not market programs or initiatives for
Development. Community members are encouraged to follow the respective social media
sites and like and comment on the school’s posts, but few posts generate substantial
feedback. For this reason, the pages recycle information that is shared on the other outlets
such as the website, and they are solely managed by Communications personnel. As
mentioned in the previous section, Institutional Advancement Department members are
unsure of the advantages of social media. They did not indicate high confidence in its
ability to raise funds, inform publics, or engage community members. This can be
attributed to the fast-paced environment that social media operates in, which has high
immediate impact but is unsustainable. Research suggests that social media applications
are the most interactive form of communication between an organization and its publics
and provide a traceable environmental scanning throughout time. Employees can use

Nonprofit Alignment for Maximized Success

82

social media analyses to assess the most popular posts, the best forms of advertising, the
most involved publics, and the potential advocates and activists. This form of
communication is deemed worthwhile for organizations because of its measurement and
tracking features and its ability to reach various different groups of involved publics
without duplicating efforts. Therefore, it is crucial that the school continues to explore
these new avenues for interaction and finds the advantages in their form of
communication.
C. Measured Relational and Financial Performance Indicators
While ample activity is performed at each of the organizational levels to satisfy
financial or relational success, the outcomes based on conducted research are the true
indicators of an effective Institutional Advancement Office. The department essentially
has two types of goals in order to consider it successful. One goal is through financial
means, to raise funds for the organization. All of the metrics related to this goal are
quantitative goals that are pre-set and are tracked and reported on throughout the
institution. The goals are voted on and approved by the Board of Trustees at the start of
each fiscal year and some goals are voted on years in advance. Ultimately, accomplishing
the financial goals dictate the success of the entire organization and justify the
Development Office’s existence. The research associated with financial goals are
quantitative and are tracked based on funds raised in a given period of time, in relation to
peer institutions, and compared to existing benchmarks. Additional measured figures are
participation percentages, in relation to peer institutions, and compared to existing
benchmarks. Financial goals are difficult to forecast because there are times where goals
are set based on the success of the previous fiscal year. This particular situation occurs
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most often with the annual fund, and creates an environment where staff members work
hard to achieve the set goals but are cautious about overachieving so that more difficult
goals are not set for the subsequent year.
The second departmental goal relies on relational success, which is difficult to
quantify because of the qualitative nature of the research. Therefore, both qualitative and
quantitative research is used at the school to measure this goal. First, qualitative research
can be temperamental because it depends on the sample audience, the specific timeframe
in which the research is conducted, and the possibility of the spiral of silence or
groupthink in some instances. Measuring relationships is also difficult because ultimately
the goals are customer satisfaction and positive engagement, both of which are hard to
quantify. Additionally qualitative research is difficult to benchmark and compare with
other data sets, since every conversation is unique. However, measuring relationships
with publics is invaluable and in order to keep track of public opinions and ensure that
negative comments are addressed and resolved. With regard to quantitative research,
questions are close-ended, which could lead to false conclusions and could easily be
misinterpreted when cross-tabulated with responses to other questions. For the desired
result, it is best to conduct research often with a variety of research methods. At the
independent school, various consultants are hired for brief periods of time to perform
formal research. In the past, consultants have engaged community members through
participation in surveys, focus groups, interviews, and tracking online activity through
website analytics. Different groups handle each of the research initiatives. For instance,
community focus groups were at the request of the Community Task Force on the Board
of Trustees, the alumni and parent surveys were conducted for the Headmaster, the
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communications audit was requested by the Institutional Advancement Office, and
website analytics are from the Communications Office. Not having a centralized research
distributer creates issues in alignment particularly with benchmarking. Also, samplings
are recruited based on different criteria for each research initiative, which may or may not
skew results. Despite the challenges of both quantitative and qualitative methods, the
school performs research on both financial and relational goals in order to determine if
the Institutional Advancement department’s activity is effective in achieving the desired
outcomes.
Financial reporting.
There are various levels of research performed to measure financial success in the
Institutional Advancement Department. Quantitative measurements are used to track
fundraising progress, and are conducted internally on a regular basis in order to
benchmark success and identify key changes. Development research is conducted as
follows: in addition to weekly snapshots produced to track success of the annual fund
monthly Campaign reports are generated to track the overall $65 million Campaign.
There is a suite of five reports, which measures every facet of each gift. First, the
Campaign progress report indicates the amount raised in cash, pledges, planned gifts, and
other vehicles for each of the specific initiatives (including the annual fund). This report
also measures the change in each initiative since the last report, and the percentage raised
for the respective sections and in total. Next, the gift table reports on actual gifts by
giving level, dispersed into the following ranges: <$50,000, $50,000-$99,9999,
$ 100,000-$249,999, $250,000-$499,999, $500,000-$999,999, $l,000,000-$2,499,999,
$2,500,000-$4,999,999, $5,000,000-$9,999,999, and >$10,000,000. In addition to
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reporting on documented gifts raised for the Campaign, this report breaks down the
number of remaining prospects in each giving level and the potential in each level based
on identified prospects. The constituency chart is the next report, which is a pie chart that
indicates the breakdown of giving by constituency group. These groups consist of:
alumni, parents, past parents, trustees, family foundations, other foundations,
corporations, and other. This report places a hierarchy of constituent relation for each gift
as to not double-count gifts (which would skew the totals), and provides a total
percentage of individual giving based on the report. Next, the timeline report indicates
Campaign progress based on a six-year trajectory reporting on cash received, total of
documented gifts, and total of documented gifts and undocumented pledges. The final
report is the milestones report, which reports on the Campaign milestones for the quiet
phase and the public phase. The quiet phase goals include: obtaining seven-$ 1,000,000
gifts, reaching a specific fundraising goal for the Campaign Steering Committee,
reaching a specific fundraising goal for all current, Honorary, and former trustees who
served during the life of the Campaign, obtaining 100% participation from the previous
group, and raising $45,000,000 before launching the public phase. Additional reports,
which are produced quarterly, report on the yield of each ask for each Campaign prospect
who makes a gift over $10,000, and a cash flow report to track incoming cash for each of
the established funds and initiatives.
Beyond fundraising progress, reports are generated to track prospect management
for the Major Gifts Team and volunteers. A quarterly pipeline is created biweekly to
track each prospect by their solicitation date and target gift range, which is customized
for each prospect and helps to determine internal expectations. This pipeline forecasts
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expected fundraising success by quarter and is constantly reviewed and changed based on
progress. This report is used as a comprehensive analysis of all prospects, but it is also
used to predict progress of the Campaign throughout time. Additionally, a metrics matrix
is generated based on the activity recorded in the Raiser’s Edge database. This report
displays activity by employee/prospect manager based on numbers of meeting requests,
first time visits, cultivation visits, stewardship visits, acts of stewardship, open
solicitations, and funded solicitations. The metrics matrix is pulled monthly and shows
changes since the last report, to demonstrate the amount of activity during a recent
window of time. It is reset every year on July 1 so that the activity can be measured in
one-year blocks. Beyond these two standard reports are ad hoc reports, which are created
to show progress by general topics such as fundraising initiative, event, or prospect
status.
At the Alumni Relations and Annual Giving level, research is performed to assess
the success of various events and appeals. When appeals are distributed, they are divided
by envelope color and assigned a particular code so that appeals can be tracked on the
amount of money raised. Also, events are tracked based on the attendance and, in some
cases, dollars raised. It is important to mention that events of this nature are not intended
to generate substantial funds, but during paid events this helps to offset the cost that the
organization endures. More so, the attendance compared to previous years is tracked, and
attendance at regional events determines the schedule of the succeeding years. Research
to track the annual fund is in the form of a weekly snapshot. This snapshot is very
detailed and is measured relative to the previous year’s success at the same point in the
year and progressing by month. The snapshot measures the amount of unrestricted gifts,
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the amount of current restricted gifts, the dollars raised in total and by month, the surplus
or deficit of the funds raised from the previous year, the participation from alumni and
parents compared to the previous year, and the number of alumni and parents who have
made gifts compared to the previous year. As the annual fund progresses, the demand for
additional reports increases to identify prospects who are LYBUNTS (Last Year But
Unfortunately Not This) or SYBUNTS (Several Years But Unfortunately Not This).
Prospects who have an upcoming Reunion are also targeted to give more, as are all
current parents and specific grandparents. These reports assist the Alumni Relations and
Annual Giving team in identifying prospects who are more apt to give a gift to the
School.
Community Task Force focus groups.
The Community Task Force is a committee on the Board of Trustees that was
created in 2010 to measure and improve the strength of the school’s community.
Community was largely defined as those directly connected to the organization on a daily
basis. Therefore, faculty, staff, and parents were considered in the research efforts and
were the focus of the recommendations. At the directive of the Community Task Force,
an external consultant was hired to conduct qualitative research through focus groups
with the select community members. Focus groups were strategically grouped based on
relation to the school and tenure with the school. Four employee focus groups were as
follows: Lower School faculty and staff, Middle and Upper School staff, Middle and
Upper School faculty who had worked at the school for five years or fewer, and Middle
and Upper School faculty who had worked at the school for six years or more. Employee
focus groups consisted of 41 faculty and staff members. Additionally, seven parent focus
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groups were recruited: Lower School parents with children in grades Kindergarten
through two, Lower School parents with children in grades three through five, “Newer”
Middle School parents at the school three years or fewer, “Seasoned” Middle School
parents at the school four or more years, “Newer” Upper School parents at the school
three years or fewer, “Seasoned” Upper School parents at the school four through six
years, and “Long-time” Upper School parents at the school seven or more years. Parent
focus groups consisted of 55 parents, who represented 91 current students considering the
parents with multiple children. The parents with multiple children were sectioned into
groups based on the age of their oldest child. Seventy-six percent of the parents were
mothers, which was expected based on work schedules, family structures, and other
commitments. The researcher was mainly the external consultant, except for a couple of
isolated instances where a member of the community (who had a research background
and worked at a reputable research firm) filled in for him.
Figure 3: Lowest and Highest Community Rankings by Focus Group
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The employee focus groups yielded different results from the parent focus groups,
as was to be expected; therefore, the employee and parent feedback were segmented into
two groups. The employee focus groups had a mix of quantitative and qualitative results.
During the quantitative section, the researcher asked participants to rate the level of
community on a scale from one to ten (one being the lowest and ten being the highest).
Figure 3 shows an overview of the lowest and highest rankings of community throughout
each of the focus groups. The overall range of the focus groups was from two to ten,
which is very wide and represents nearly every possible selection. The overall mean of all
the employee groups was 6.27 and the range of means was between 5.1 and 6.8, which
are not overwhelmingly high marks for sense of community. Figure 4 displays the mean
ranking of community throughout each of the focus groups. The Short Hills employees
gave the highest marks for community, but that particular focus group made comments
on the isolation of the Lower School from the Middle and Upper School and the sincere
feeling of disconnect between the two campuses. In come cases, the Lower School
participants stated, “We’re two worlds” and, “They are busy up there” and, “They look
down on us.” Alternatively, the Upper School employees overlooked the Short Hills
campus and did not comment on the separation. Also, the Lower School faculty members
stated the need to have a more visible Headmaster (who currently resides on the Upper
School campus). There were two other dimensions that correlated to community levels.
The second dimension is by department and academic discipline. Faculty members
identified with their particular division and area of expertise and attributed a strong sense
of community to their specific department. The third dimension is by role, because
faculty members at times regarded faculty and students as the “community” at the school,
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whereas others consider all employees and students. Most employees did not generally
include parents and alumni in the definition of community at the school. This makes a
huge statement with regard to the relationships and bonds with those two constituencies.
However, faculty and staff at the school cite athletics events and employee gatherings as
community-builders that make an impact on relationships.
Figure 4: Mean Community Ranking by Focus Group
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During the focus groups, faculty and staff recognized a number of positive
attributes of working at the school. First, although not unanimous, was the positive
reaction to the new socioeconomic and racial diversity at the school. Prior to 2000, most
students were middle and upper class white Anglo-Saxon protestants. After the
millennium, there was an identified need for increased diversity in order for the
community to be representative of the global society in which students will function. In
more recent years, the push for diversity has become more apparent, making the division
of students apparent. This was a similar case with the employment of faculty and staff
members from different backgrounds. Most school employees have responded well to
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this change and view this new culture as a point of pride for their organization. Only a
small group disagreed with this change in culture. Another positive change is the increase
of technology, which includes new teaching and email applications. While technology
creates a more complicated and complex working environment, the other benefits
outweigh the detriments and employees view this as a productive advancement in their
classrooms. A noted benefit of working at the school is also the amount of support that
faculty and staff members provide each other, particularly in times of need. For instance,
during times of illness or loss of a loved one, employees recall receiving strong support
concern from colleagues. This adds an element of community among the faculty and staff
at the school. Next, the level of academic excellence of students is noted among it
employees. For many years, this has been a positive reflection on the academic
interactions with students and teachers and has been an attribute that has attracted
prospective students.
Throughout all of the employee focus groups, negative comments were also made
with regard to practices at the school. First, “newer” faculty members cited a “sink or
swim” mentality during the first year at the school and experienced little support in
creating curriculum and transitioning to the new school. For this reason, the faculty with
a shorter tenure gave the school lower marks in terms of the sense of community. Also,
the initial impression of the school is the elite reputation, which has a negative
connotation. The upfront opinion is of a privileged student body; this stigma is difficult to
overcome and has provided concern for prospective community members. Flowever,
many people feel that this opinion diminishes upon entrance into the community and
involvement in the organization. On a related topic, students often are faced with high
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pressure from their peers and family members and channel their motivation (and
frustration) into grades in their classes. This provides a difficult situation for teachers, as
they are pressured to evaluate their students in a more generous fashion and often are
faced with negative backlash if certain students are not satisfied with their grades. Other
negative comments were associated with the changes in administration over the years.
There have been several changes in headmasters over the past fifteen years, which has led
to a more structured corporate environment, as opposed to the previous flexible school
environment. Some “seasoned” faculty members commented that more meetings took
place and there were new procedures and work implications associated with the
transitions. One frustration associated with the change in operations at the school was the
decrease in faculty’s tuition remission to send their children to the school. A short while
ago, faculty were able to send their children to the school for free, and that procedure
changed from 100% to 25%. Finally, perhaps the most important negative comments
surrounded the curriculum review process, which was an initiative that the administration
steered over a two-year period of time and mandated involvement from all faculty
members. This initiative was a significant time commitment to assess seven different
areas of the student experience at the school. Based on the seven committees,
recommendations were made in hopes of making changes to improve the academic
experience. Unfortunately, faculty and staff members felt that their hard work did not
reap any rewards, and that they did not see any changes based on their analysis. Many
people felt that the process started and then abruptly stopped without any explanation.
This was disheartening because they felt that their efforts were not appreciated and
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considered. This result, along with many others, is addressed in the Discussion section of
this thesis.
The parents had a much different attitude about the sense of community. First,
many parents struggled with determining their sense of community rather than their
children’s perception of community. In known cases, the parents felt their children had
more of a sense of community than the parents did (which takes priority). Based on
quantitative data, the overall mean for parents’ sense of community was 6.9 and the range
of means between the seven groups was between 4.9 and 8.6, which is a significant
range. The outlier of the group was in the “newer” middle school parents who have been
with the school three years or fewer. In all of the groups, the lowest single answer was 3
and the highest single answer was 10. As was the case among the faculty and staff, the
parents in the Lower School felt a great sense of community; they felt a strong
connection with the teachers and believed that the school experience was very nurturing
for the children as well as the parents. This interaction led to a very positive perception of
the school and developed a greater sense of pride. This reaction was very different from
the experience with Middle School parents, as the sense of community is not resonant
with the students, and therefore the parents feel a sense of disconnect. In the Upper
School, parents return to a positive sense of community with the school and feel there are
many natural connections such as sporting events and cultural activities that involve them
in the life of the school. However, there are boundaries that impact all parents and make
community involvement difficult. One such boundary is geographic, as students come to
the school from dozens of towns, miles away from the school. This impedes the ability to
get together often outside of school and inhibits carpools and flexibility with events and
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involvement in activities and volunteer opportunities. Additionally, most parents interact
through the parents’ association, which is a separate organization from the school and has
a mission to support its operations and functions. Some parents feel that they have
offered to be involved and have not been followed-up with, while others feel that the
scheduled events were cancelled and did not provide enough opportunity for engagement.
Parents highlighted several key aspects that made their experience a positive one.
For instance, parents felt strongly that the academic quality of the school was top-notch
and was the primary reason for being associated with the school. During the focus group,
parents mentioned that when they enrolled one student in the school, there was a strong
tendency to place their additional children at the school as well after they indirectly
experienced the quality of the education. Also, families used sporting events at the school
as a unifier and believed that the athletics component was a positive attribute. Next, the
new facilities at the school were a positive addition to the school. Parents believed that
the new buildings made for a more positive and productive working environment for their
children. A major benefit that was cited during the parent focus groups was centered on
increased diversity. People were happy with the special efforts that the school was
making to ensure that the community represented a more global and cultured
environment. The only concern was that diversity supplanted academic achievement in
the admissions process. People were disappointed about the radical change, which was
considered too much too fast. One Upper School long-term parent stated, “When the
majority are minority, the pendulum has swung too far.” This is perhaps a good
opportunity for communicating long-term objectives and goals integrating both diversity
and academic excellence.
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On the other hand, parents mentioned negative comments about the school, which
impacted their ability to have a better experience. One example is the communication
between the parents and the teachers and staff. Parents noted the responsiveness of school
employees with regard to addressing issues after they brought them up, but parents were
disappointed that employees were not more proactive to ensure the issue did not escalate
further. Also, new parents found a difficult on-boarding process and expressed a desire
for more opportunities to be integrated with the community. They said it was intimidating
to attend large-scale events without an initial introduction and they felt adrift until they
made the conscious effort to get involved. Finally, a large concern among the parent body
was the idea of what outsiders would think of them if they knew they were associated
with the school. There is hesitation to mention the name of the school in conversations, as
it trails a stigma of elitist people who are very wealthy. While some focus group
participants welcomed this perception, others were cautious to advertise this in fear of
being judged. This was a similar opinion among the employees as well, before they
became engrained in the culture and community. Parents also mentioned the
administrative changes in the school. Despite the negative comments, parents used the
focus groups as an opportunity to provide constructive feedback on making changes to
enhance the level of community. Many of the suggestions related to more events, more
parent coffees, and more opportunities for informal gatherings to enable parents to
interact and develop relationships beyond the school. Generally, parents were open to the
idea of getting more involved in the school via the parents’ association or through the
school itself.
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The Community Task Force focus groups offered community members a chance
to analyze the practices of the school in a meaningful and responsive way. This two-way
symmetrical method of research was in itself a community builder, because it made
participants come together and develop a bond with other people in a group as well as
understand what they could do to improve the sense of community at the school.
Throughout the employee and parent groups, there were some similarities that indicated
change throughout the school. Interestingly, the inception of the Community Task Force
came at a time where diversity was at the peak of conversation and the focus groups
reaffirmed the mission of increasing diversity. This environmental scanning showed that
community members are responding well to the change in the school and are open to this
new culture. Flowever, there were obvious limitations to the study such as the feelings of
those who declined the invitation to participate in the study, those who were not invited
to participate, and most importantly the exclusion of other community members who
were omitted from the study such as alumni, past parents, grandparents, and former
employees.
Parent survey.
The School’s Headmaster identified the need for parent feedback and contracted
an external firm to distribute a survey to the entire current parent body. The survey was
distributed online in November 2012 and underwent a five-week data collection period,
which generated a participation rate of 71.4%. This participation rate equated to 578
parents and was considered above average based on historical information from the
consultant firm. At the beginning of the survey, participants were encouraged to take the
survey multiple times to account for each child they had who was a student a the school.
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This ensured that all questions related to one student and that each student was accurately
reflected. The positive response of this survey led to a 99% level of confidence, with a
3% error rate. The intention of the parent survey was, “to bring a better understanding of
the market served. In doing so the administration is better poised to respond more
effectively to the needs and interests of its constituents, and to do so with improved
efficiency in allocation of available resources.” The format of the survey asked a battery
of demographic questions, followed by attitudinal questions regarding all aspects of the
school in a close-ended format. The demographic questions addressed tenure with the
school, number of children and grades, racial identity, gender of child, commuting time,
grades, financial aid, involvement, and relation to the school apart from being a parent.
The demography showed a balance of respondents throughout all of the desired areas,
which confirmed accurate representation. The survey results presented the hard data
without interpretation, followed by cross-tabulations based on responses to the questions,
and finally recommendations based on the collected data. Overall, the research
consultants believed that the parent survey received positive results that the school should
be very satisfied with.
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Figure 5: Satisfaction Rating Among Parent Body
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The attitudinal questions for the parent survey first asked about the level of
satisfaction with the school. Figure 5 represents the results of that question, basd on the
Likert Scale. This question was the foundation for much of the cross-tabulations. Only 11
respondents rated “very low” or “low” on satisfaction with the school, whereas 514
respondents or 90.2% rated “high” or “very high.” The weighted average of this question
was 4.4 out of 5 (5 being the highest). The survey then asked questions related to the
mission of the school, and all of the answers received high averages of fostering in
students the intended exemplary qualities of an admirable individual. Then, parents were
asked about satisfaction with elements of school-life, such as class sizes, resources,
technology, opportunities, availability for extra help, and sense of community. Of the
seventeen questions asked regarding school-life, the sense of community received the
lowest marks with an average of 3.8 out of 5. This fact is statistically relevant, as it is an
outlier from the other questions previously asked. Next, communications and
accessibility were discussed with regard to student resources such as teachers,
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Headmaster, college counselors, division directors, business office, and athletics office.
While all of the mentioned subjects received high marks for quality of communications,
they received higher levels of satisfaction for accessibility when sought after. The
subsequent battery of questions offered a different coding scheme for responses. Rather
than offering a satisfaction Likert numerical scale (1 to 5), the next round of questions
were agreement Likert scale questions which offered options such as: strongly disagree,
disagree, neutral, agree, and strongly agree. This first round of questions in this format
asked about the impact that the school had on the respective parent’s child based on
college preparation, quality of individual, desire for learning and growth, and the degree
to which the school met the expectations of the parent body. This round of questions
resulted in a wider variety of answers, which could potentially be attributed to the new
scale or could relate directly to the questions. Overall, the answers reflected agreement in
the exceptional preparation that the school gave to their children, however the answers
were not as positive regarding community service and an interest in the broader
community. The following section asked questions about individual attention at the
school, to which there were high marks surrounding the teacher support and available
resources for the students. Then, the survey posed questions about skills development
such as critical thinking, time management, creativity, ethical judgment, writing, and
confidence, of which most of the 23 questions received high marks. Five questions
averaged lower than the others concerned social skills, self-advocacy, test-taking
strategies, leadership, and coping with peer-pressure. The final section related to balance
at the school, which yielded interesting results. These questions were based on a threepoint scale with choice options: too little, about right, and too much. Several questions
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were outliers based on the responses being too little or too much. Twenty-nine percent of
the participants thought there were too many efforts to enhance and promote diversity.
Forty percent of participants believed that there was too much homework assigned to the
students. Twenty-nine percent of participants felt there were too many demands placed
on the students in a school day. Finally, thirty percent of parents felt there was not
enough emphasis on leadership development.
While the above survey questions were statistically relevant to parents’ levels of
satisfaction, there were specific questions that related to the sense of community, the
quality of communications from the communications office, and the philanthropic
involvement with the school, which are more applicable to this thesis. First,
approximately sixty-three percent of participants agreed or strongly agreed that the parent
community is welcoming. On a related note, roughly fifty-nine percent of responders felt
connected to the school community. Additionally, over half of the participants already are
involved with the parent community and half of the participants would like to get more
involved. Based on written communications, most parents claim to use the weekly
newsletter the most for school-related news, followed by the website, then the alumni
magazine, and finally social media sites (such as Facebook, Twitter, and YouTube). Of
the participants’ responses, the mean satisfaction for the weekly newsletter was 4.2 out of
5 (which is considered high), and the mean satisfaction for the social media channels is
3.3 (which is average). The data regarding written communications infer that parents do
not frequent social media channels and do not consider it when in search for news
regarding the school. Also, in the cross-tabulations, it is important to mention that parent
satisfaction was strongly correlated to all communications with key personnel at the
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school and that more involved parents who visited the school were more satisfied. This
shows that satisfaction and level of information required are linked. Results applicable to
the Development Office show concern for financial circumstances and interest of the
parent body. First, fifty-one percent of respondents agree or strongly agree that the school
makes a compelling case for philanthropic support. In this question, roughly fifteen
percent of participants disagreed or strongly disagreed that the school makes a
compelling case for philanthropic support. The next question shows that 53% of
respondents consider the school near or at the top of the list of philanthropic priorities.
Next, eighty-eight percent of participants report having given a financial donation to the
school in the past year. Ninety-two percent of participants expect to make a financial
donation in the next year. It is important to keep in mind that certain parents have likely
taken the survey multiple times for each of their children, and thirty percent of parents
did not participate in this survey, so the actual figures are skewed. Also, in the cross
tabulations section of the survey results, there was a positive correlation between parents
who volunteer and parents who consider the school to be a high priority in their
philanthropy. This could potentially indicate that certain parents have a better
understanding of philanthropy than others, and that philanthropy is innate in people.
Finally, parents who participated in a parents’ association event in the past year are
twenty percent more likely to have also made a gift to the school, which strengthens the
value of the parents’ association as a supportive body for the organization.
Based on the survey results, the external consultants made numerous
recommendations to best utilize the data collected. These recommendations are integrated
into the overall findings in the Discussion of the thesis. First, they recommended
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widespread distribution of the survey results, given the positive feedback received. Next,
key administrators should pay special attention to the distinctive outliers that resulted in
an above average score for satisfaction, in order to perpetuate the well-received attributes.
For instance, the school should look to continue to excel in providing individual attention
and in communications particularly with employees and parents. The consultants also
suggest that the school seek to understand the reason for the poor rating in students’
abilities to cope with peer pressure and seek to improve this, as well as provide more
opportunities for leadership and possibly distribute less homework. Next, communicate
the importance of the parents’ association as a group so that they continue to involve
parents and create a better sense of community with more initiatives such as volunteer
opportunities. Also, better promote out-of-classroom activities at the school and engage
the students so that they develop more of a love of learning. Finally, administrators
should segment and cross-examine the results of the survey based the age groups of the
children to notice trends in the answers.
Although the parent survey was extremely successful, there were several notable
limitations to the research, which should be addressed prior to implementing changes.
First, the obvious limitations are that quantitative research asks limited questions in a
closed-answer format. This form of data collection limits the scope of understanding
between the participant and the researcher, which can only be filled through inference.
Therefore, recommendations that come as a result of this survey could have potentially
been misinterpreted and could not have been attributed to the correct reason. The next
limitation of the study settles in the response rate and participation for the survey.
Although 578 questionnaires were completed for a response rate of 71.4% of the parent
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body, this accounts for multiple entries from the same person. As mentioned in the
survey, 41% of the participants of the survey had more than one child in attendance,
which indicates that the same percentage of people likely took the survey more than once.
While this limitation does not affect the answers related specifically to the student’s
experience at the school, the questions regarding the parent’s experience are greatly
skewed in favor of those with multiple children. For instance, if one parent has five
children in attendance, their answer (whether positive or negative) regarding satisfaction
counts five times more than the parent with one child at the school. Also, the parents with
multiple children at the school are arguably more satisfied with the school than their
counterparts with one child, since they decided to enroll more of their family members in
the same school. Another limitation of this survey is based on the knowledge of the
organization. As previously mentioned, most of the external consultants are hired on an
ad hoc basis for isolated research studies. Many different research consultants are hired,
which does not allow for consistency in the research findings and ability to benchmark to
notice improvements or digressions. In turn, the consultants measure different aspects of
the school and are not aware of key issues that could potentially require more attention
than others. The fact that research is not integrated and used to seek longitudinal change
puts the school at a real disadvantage. This is a limitation for all of the research studies
presented in this section. Despite the mentioned limitations, the parent survey was said to
be very successful, and the recommendations based on the data settled in programmatic
adjustments rather than cultural and philosophical changes, which has been positive for
the school. One example of this is the recommendation to promote the parents’
association more among the parent body. Despite all of these limitations, the parent
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survey was very successful in showing an overall satisfaction with the school from the
perspective of this constituency group.
Alumni survey.
In 2013, the Headmaster hired an external consultant to conduct an alumni survey
to test the satisfaction of the young alumni constituency. The intention of the survey was
the same as the parent survey, but the survey questions were designed to measure
satisfaction with the school, attitudes about the school, and the success of the mission.
The survey was disseminated in May 2013 to 1380 alumni who graduated between the
years 1998-2012. Later, the survey was also sent to 2013 graduates, making the total
number of recipients 1512. The response rate was 20.5%, with 310 alumni participating
in the initiative making the confidence level 95% with an error rate of 5%. As was the
case with the parent survey, the alumni survey collected substantial demographic
information in order to effectively cross-tabulate answers to make inferences from select
answers. The demographic data collected was grade point average in their senior year,
area of study after graduating, group and club participation, graduation year, location,
tenure with the school, and gender. Based on the data collected, there was fair
representation among all of the graduation years, and a mix of alumni with diverse
tenures at the school (although 28% spent four years at the school). There was a higher
response rate from females (59%), which is to be expected from any research project.
However, most of the respondents performed well at the school, with 86% receiving
overall grades of B+ or higher in their senior year. Likewise, 75% of survey respondents
received overall grades of B+ or higher at the school during their first term in school
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post-secondary study. Therefore, most of the students who responded to the survey
performed well at the school and beyond.
Figure 6: Satisfaction Rating Among Alumni
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The survey initially posed the question regarding general satisfaction with the
school experience. The weighted average to this question was 4.3 out of 5 (1 being the
lowest and 5 being the highest), and 85.3% of survey participants rated their experience
“high” (a numerical rating of 4) or “very high” (a numerical rating of 5). Figure 6
displays the results of this question. The survey also asked questions related to the
mission statement of the school; young alumni noted that “by inspiring and supporting
them to strive for academic excellence” resonated most with them, while learning social
responsibility was the least important phase in the statement. Then, questions were raised
with regard to satisfaction of school-life elements, of which quality of education was
ranked the most valuable and the advising program gained the least satisfaction. Sixteen
programs were mentioned and ranked based on the students’ involvement in the programs
and the strength of the program. Young alumni were the most satisfied with English,
followed up by athletics, and then history. Alumni were least satisfied with health, dance,
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and computer science. It is important to note that 95.2% of alumni who participated in
this survey participated in the athletics programs while at the school. A large portion of
the survey items focused on gaining an understanding of how the school helped to
prepare students for the next step. In this section, a mix of skills and character traits were
interspersed so that alumni considered their development in the classroom as well as
individual growth and exploration. Throughout the section, it became apparent that
alumni felt very prepared for their future, particularly in areas of critical thinking
(average was 4.6 out of 5), working independently (4.6 out of 5) and setting high
expectations for ones self (4.6 out of 5). The areas in which alumni felt least prepared
were in formal presentations (3.9 out of 5) and self-advocacy (3.9 out of 5), even though
the lowest weighted averages were still considered above average.
Beyond this section, alumni were asked attitudinal agreement questions with a
Likert Scale format. Negative outliers from this section included a lack of preparation for
a socio-economically diverse world, and a lack of continued contact with the school
through the website. Positive outliers from this section included the impression that the
school was well worth the investment (82.5%), and that graduates felt more prepared in
relation to other college freshman (88%). With regard to engagement questions, the
survey posed questions regarding friendships made at the school and involvement in
activities while at the school. Otherwise, questions about sense of community, quality of
communications, and philanthropic awareness were not highlighted in this survey.
However, students have a strong affinity for the school; ninety percent of survey
respondents agree that the school has an excellent reputation and eighty-eight percent of
them are proud to say they attended the school. Finally, college counseling occupied a
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number of items in the survey for internal purposes to understand the value of college
guidance. Based on the data collected, young alumni felt satisfied with the quality of the
college counseling they received and they feel well matched to their college. As
previously mentioned, inferences can be made from cross tabulation of the collected data.
As expected, survey participants who were more satisfied with the school consistently
gave the questions higher marks than those who were not satisfied with the school.
Another finding, which is particularly relevant to this thesis, was that the sense of
community positively correlates to financial donations to the school. Participants who are
not planning to make a financial donation to the school in the near future rated the level
of community at 3.6 out of 5. Those who plan to make a financial donation to the school
rated the community at 4.3 out of 5.
The alumni survey was different from the parent survey in that the questions were
self-reported and looked at past experiences in order to create historical data for
reference. Also, most of the questions looked at the final product of what the student
became after graduating, as opposed to a live evaluation of their performance while at the
school. Both of these aspects made for a vastly different survey than the parent survey
conducted the year prior. However, the results from both of the surveys reflected
positively on the school and the services provided. Based on the young alumni survey,
the external consultant made several recommendations to administrators regarding
improvements and continued practices to ensure satisfaction among community
members. First, researchers suggested that the school share the survey results with the
boarder community, not simply alumni. Administrators should also share the positive
feedback with employees, particularly faculty members, who were seen as positive
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influences and mentors on most alumni. They should use this positive momentum to
encourage faculty members to afford students the opportunity to express their own
opinions at the school regardless of disagreement. The school should also continuously
update the alumni email directory to ensure that it is up-to-date and that this important
constituency remains in contact with the institution and community members. It is
important for the school to engage and communicate with their alumni, by putting
processes in place to continue involvement, which ensures that current students maintain
a strong connection with the school years after they graduate. Based on negative feedback
from the survey, the school should review the meaning of fostering social responsibility
in the students, as alumni did not feel the school adequately instilled this lesson in them.
Also, the dance program, the health program, and the computer science program must be
improved so that students recognize their value in the overall education. An important
recommendation that the external consultants made was for the school to review if their
students are accepting of cultural differences and to examine closer the connections that
were correlated with young alumni who did not feel prepared for a world with racial and
ethnic diversity. Also, improve upon out-of-classroom learning experiences to ensure that
students and alumni feel connected to each other through common school bonds.
The alumni survey was an effective method of data collection from a constituency
group that is not involved in the day-to-day operations. This research initiative
encouraged young alumni to evaluate their retrospective experience with the school.
Despite the benefits of this survey, there are several limitations, which are important to
consider when drawing conclusions from the data. First, the sampling for this survey
included young alumni who graduated in 1998 through 2013. This sampling draws on
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experiences from a defined period of time where the students interacted with much of the
same faculty members, in the existing facilities, with programs that are likely still in
effect. It does not consider experiences from alumni who graduated earlier than 1998,
which comprises a large percentage of the constituency group. Also, some of these
individuals are not yet established so it is difficult to quantify the impact of their
education in their professional careers. Another limitation is that this survey does not
have a concrete benchmark to show strengths and weaknesses, as the results are relative.
Third, this survey concentrates on preparedness more than on factors related to the
Institutional Advancement Office, therefore making it difficult to draw comparisons to
the parent survey.
Communications audit.
A communications audit was performed of the Communications Office in 2013
by two external consultants who were hired by the Institutional Advancement
Department. This research study was performed internally to assess the effectiveness of
the team at Grunig’s (2008) functional level of analysis. Enlisting the expertise of an
external party is particularly important when performing an internal assessment of
effectiveness. This decreases the chance of positivity bias and justifications associated
with the previously conducted business. The assessment was intended to answer two
basic questions: “How well is the program and office staffed and managed to inform and
motivate its various target audiences in terms of industry ‘best practices’?” and “How
well is the Communications Office positioned and structured to support and promote
goals of the public phase of the planned Campaign?”
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In order to perform this audit, the researchers employed a number of research
methods, which can be found in Figure 7. First, they performed one-on-one qualitative
interviews with all members of the Communications Office, select members of the
Development team, various trustees, parents, alumni/ae, and members of the
administrative team. The stated goal of the interviews was to “determine levels of
‘customer satisfaction’ and how well the Communications Office now meets institutional
strategic goals with respect to [various areas at the school].” The interviews were
intended to capture process, products, and impact. The process can be operationalized as
approval procedures for materials, project allocation and management, team
collaboration, and more. Products are defined as the final representations of the work of
the Communications Office ranging from print collateral to online materials.
Figure 7: List of Research Methods Employed for Communications Audit
One-on-one in-person/telephone interviews with internal representatives
One-on-one in-person/telephone interviews with external representatives
Meeting with Communications Office
One-on-one interviews with Communications staff + one Development staff member
Informal Institutional Advancement “feedback session” without leadership
Document review of print and online collateral
Budget review
Compensation review
Mapping of target audiences
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Finally, impact can be best described as the reactions and results that are received
in the aftermath of the communication dissemination. In the interviews, participants were
guided to speak about what the school is trying to accomplish and who the target
audience groups are. In addition to answering open-ended questions, interview
participants were encouraged to discuss challenges they faced in their jobs and potential
improvements that they feel could positively impact the department. External interview
participants had an added layer of discussion in order to help the researchers understand
community reactions and concerns for the future, in which the organization should be
addressing.
The research firm also met with the full Communications Office together to gain
clarity on the teams current practices and strategy. During this meeting, staff members
spoke about collective experience, interaction with each other and with internal
counterparts, and ways to bypass existing roadblocks. Afterwards, the entire Institutional
Advancement Office participated in a group meeting that excluded select leaders in the
department (to avoid censorship) in order to discuss potential findings regarding
strategies, procedures, challenges, and organizational culture. During this meeting, the
researchers briefly presented their impressions in order to survey the group for agreement
or disagreement. The one-hour long meeting included an informal presentation followed
by requests for feedback. Beyond individual and group discussions, the research
consultants performed a document review of communications materials throughout recent
years both online and print. Various communication materials included calendars,
directories, magazines, press releases, online newsletters, social media posts, and the
website. While evaluating the print materials, the following factors were taken into
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consideration: frequency, quality, appropriateness, repetitiveness, and cohesive
integration. They also assessed budgets in order to evaluate return on investment and
financial planning. This also included an evaluation of talent resources for each project
and staff salaries. In addition to the document review, the research firm developed a
mapping of the school’s target publics in order to base recommendations that geared
towards the intended audience. This was essential in determining which pieces should be
geared towards the various audience groups and helped the researchers to understand the
publics’ perspectives on the organization based on communications pieces.
The researchers made every effort to measure the communications structure
against the normative research, which defines what ought to be. They sought to improve
the existing structure to maximize strategic, resource, and financial investments in
support of the overall institution’s mission and aspirations. The researchers believed that
communications should be evaluated based on “how successfully they strengthen and
satisfy an institution’s ability to achieve [their] core goals.” This evaluation is critical
because it emphasizes the importance of direction, key goals, and strategic planning in an
organization. Rather than considering communications as a subset of an organization,
they tried to build a model in which communications is the mouthpiece for the
organization and is connected to the entire operation. The researchers also felt it was
important that the organization’s communications encourage community members to
become actively engaged with the institution. The intention was for all of the materials
disseminated from the department to motivate the organization’s publics to engage and
interact with the institution. Adaptation was another noted quality for the
Communications Office at an organization, since the needs of the publics are constantly
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changing and must be met. Of course, this practice requires constant research and
environmental scanning in order to assess the evolving needs of the community. Each of
these qualities was incorporated into the framework for evaluating the internal resources
of the organization.
After receiving the necessary approvals to incorporate the full communications
audit into the thesis, the school reevaluated their decision and chose to omit the full
results for the purpose of this thesis. However, the audit is still necessary to include
because of the subsequent actions that occurred after the audit. First, the Associate
Director of Communications and Sports Information left within a year of the
communications audit and found a lateral position at a local peer institution. Second, the
Director of Donor Relations, who is not a member of the Communications Office but was
the only Development employee included in the audit, left within six months of the
communications audit results. This employee left abruptly and was unemployed after
departing from the school. Third, the Web and Portal Manager position in the
Communications Office was phased out and a new job title replaced the existing position.
The new job title was the Web and Social Media Strategist position and a formal hiring
process was conducted to replace the existing employee who handled the same basic job
responsibilities. Although the communications audit cannot be exactly linked to the
departure of any of the above personnel, their previous tenure spanned from three to
thirteen years and did not show signs of departure prior to the study. Other changes
following the results of the communications audit were the adoption of a communications
calendar to track communication materials and their distribution. Also, a strategic plan
was revised along with the researchers who conducted the audit.

Nonprofit Alignment for Maximized Success

114

Website analytics.
An external consultant was hired to present quarterly reports of website analytics
to track the website’s effectiveness in providing information for Admission,
Development, and Auxiliary Revenue. Athletics was also identified as a priority for this
research initiative, but the department recently faced a leadership transition, which
requires introductory meetings and strategic data collection conversations in order to
maximize effectiveness of website analytics. Initially when the consultant was hired, the
Web and Portal Manager arranged for meetings with spokespeople from the abovementioned departments in order to create specified goals and metrics for research.
Following these meetings, the minutes were distributed in order to provide meeting
participants a chance to share results of the meeting and to correct any
misunderstandings. Afterwards, the consultant and the Web and Portal Manager
developed formulas to track each area of concern. This research is performed consistently
with updated data and findings. Results from April 2014 are highlighted in this thesis for
each of the departments considered.
First, Admission was conferred with, which resulted in three key goals to track.
The first goal was to “understand patterns in Admission visits, including the ‘unknowns’
who do not connect with the school via an inquiry or application.” This goal was created
in hopes of identifying trends that prompted interest from prospective families who did
not connect with the school on an interpersonal level. The second goal was to, “sell the
value proposition of [the school] and private schools in general.” Admission makes it a
goal to promote private education as a valuable commodity for success, in addition to
marketing the school specifically. The third and final goal was to incorporate the four
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pillars of the organization’s strategic plan into the Admission “pitch” for prospective
parents. The four pillars include: honor and character, intellectual rigor and vigor,
inclusion and diversity, and stewardship and sustainability. Based on the identified goals
for Admission, the external consultant tracked activity on specific areas of the website
and made conclusions to help the team reach their priorities. The findings from the April
2014 report did not identify differences in activity between inquirers and non-inquirers.
This finding is important because it showed that prospective families who inquired about
the Admission process did not miss information on the website and that all of the
information was searchable and understandable. Next, results showed that September
through January traffic had increased from other times of the year, which is not surprising
given that is the busy-season for Admission when parents start to consider applying their
child(ren) to the school. Also, results showed that cost is a consideration for most
families, because most admission site visits lead to the tuition page of the website.
Mobile visits have increased steadily by 20% each year and these visitors are less likely
to inquire with the school. Finally, most website visitors who clicked on the welcome
letter did not read it entirely because the average visit was 30 seconds. Based on the
results, the consultant was able to provide recommendations in order to best utilize the
webpage. First, he recommended consolidating the tuition and financial aid content in
order to show the various options for parents. Next, it is important to intentionally add the
four pillars of the school in order to promote it and ensure people understand what makes
the undisclosed school unique. Lastly, the researcher recommended that the Admission
welcome page be revised in order to best engage visitors and provide the most relevant
information up-front.
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The external consultant also met with Development to create common goals to
dictate website analytics data that would be most beneficial. The goals were: (a) to
identify trends among the various pages available to alumni and donors, (b) to assess the
value of the alumni portal, and (c) to research the online giving page (main website and
mobile) in order to make it most effective. Based on the results, the most popular pages
related to Development were the events registration page, staff directory, and alumni
directory. The most intra-site searched items were events, annual report, and
employment. Based on the results, the external consultant recommended that giving
become more pronounced throughout the various Development sub-pages, that keywords
be identified to improve access to frequently-searched terms, and that donor testimonials
be added sporadically to the most frequently visited pages on the Development portion of
the website.
Auxiliary Revenue is also able to benefit from website analytics in order to track
activity on specific web pages. The goals of this department were to understand patterns
and trends in visits to the summer/enrichment content pages and to maximize activity
with registration be it through brochure and flyer downloads or outbound clicks to
registration. The main findings relative to the specified goals were that visitor traffic
peaks in the November through January months, which did not result in profitable
findings for the researched quarter. However, based on this quarter’s findings the
researcher recommended a timeline congruent with the busy season to ensure that
marketing materials are capitalized on during the most visited months. Also, to improve
visibility and consistency of email contact links in order to prompt regular visits to the
website, it is important to humanize camp contacts and make them accessible. Finally,
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another research specialist was recommended (funnj.com) to track effectiveness with ad
banners on external websites.
Website analytics research is important because it tracks website activity regularly
to allow for changes in user activity and identify areas for improvement at the onset of
change rather than when the need is glaring. Quarterly reports also help to benchmark the
existing data and to understand if the changes made are making a difference on traffic
and website usage. Based on the results and recommendations, it is the Web and Portal
Manager’s responsibility to communicate with the department liaisons and work with
them to implement changes that they wish to make. This ensures open communication
and transparency throughout the departments and is beneficial for the Web and Portal
Manager when considering how to use the communication tools that the website
provides. As with many of recommendations, these findings are integrated into the
Discussion of this thesis.
Social media analysis.
A social media analysis was conducted for specific social media sites employed
by the undisclosed school, which are Twitter, Facebook, and a Google Community Page
for the Lower School. As mentioned in the Literature Review, Ramanadhan, Mendez,
Rao, & Viswanath (2013) cite the advantages of social media as being able to
disseminate information quickly, use networks for information sharing, reach broad
audiences, encourage interaction and engagement, empower decision making, and
customize messages. There are various social media platforms, which employ seven
building blocks of understanding audience and engagement needs, which are: identity
(disclose personal information), conversations (exchange information and direction of
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communications), sharing (exchange, distribute, and receive content), presence (create
accessibility), relationships (develop association and connections), reputation (rank the
standing of others in a social setting), and groups (communities and subcommunities)(Kietzmann, Hermkens, McCarthy, & Silvestre, 2011, p. 243). For
example, Facebook relies primarily on building relations, but also uses identity, presence,
conversations, and reputation to create its reality. Twitter relies primarily on
conversations but also utilizes sharing, identity, presence, and reputation. Google
Community relies on sharing, groups, and relationships as a main mode of utilization.
Each of these social media sites satisfy different audience needs, which makes the case
for operating a variety of platforms. In this social media analysis, the data collection for
this section is based on live quantitative and qualitative data collected from the various
social media sites. The collection period for this research study was two weeks, starting
October 1, 2014 and concluding October 16, 2014. The objective for this social media
analysis was to assess how frequently each page is updated and how the content varies by
post. Also, to understand how each social media page is used to benefit the organization.
The analysis considered the user by researching the ways in which followers can
participate in the social media conversations, and what posts the audience considers to be
the most interesting and least interesting. Each page was assessed based on its interface
and functionality within the context of the respective social media platform. The three
social media applications were also reviewed to identify related themes and alignment
among the various pages.
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Figure 8: Organization Outreach
(In number of posts/hveets)

* Facebook
* Twitter
Google Community

The Facebook page posted 17 pieces of news during the two-week data collection
period. During the first week, the most effective posts were a shared video of the Middle
School students recognizing the Middle School Director for his birthday and a photo of
the girls’ vocal group during a night rehearsal. The average number of likes for each post
during the first week was nine and comments were generally not made in response to any
of the posts. Most of the Facebook posts included links to web stories, photos, or videos.
During the second week of data collection, the posts included invitations and teasers to
upcoming events and activities around the school. There was also news regarding
students and staff members. The average number of likes per post was 5 and, again,
followers generally did not comment on the published posts. During the overall data
collection, user feedback came from an eclectic group of community members, rather
than a regular core group of insiders.
Based on the two-week observation, numerous themes were identified, which
were positive reflections on the school. First, the content of the posts were diverse and
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represented the school very well. Each of the posts made a conscious effort to recognize
students and staff members for their achievements and reflected positively on the
organization. The posts routinely included photos and videos, which were interesting but
not time consuming, making them effective. Also, the school enabled followers to
interact with them in any fashion, including posting their own comments or liking and
commenting on existing posts. This allowed community members to feel that they were
include in the conversation and that their opinion was valued. Other Facebook page
themes were identified, which could elicit change and improvement. First, a trend arose
in the area of posting information. It appeared that the school would post multiple times
in a day and then the page would remain silent for days. This inconsistency posed a
challenge because on days when there were multiple posts, they would compete with
each other for attention and would get buried on the timeline. Then, during the quiet
periods, followers would not be able to rely on the social media page to learn about
recent news regarding the organization. The next theme was based on the tone of the
posts on the Facebook page. The overall tone of the page was formal and business-like,
which is not consistent with the nature of this social media platform. These posts were
rigid and did not elicit excitement among the viewers. A formal Facebook page does not
create an environment that encourages feedback from publics.
Based on the research, the results prompted several recommendations for
improvement of the Facebook page. The first recommendation is related to the content of
the posts. After a careful analysis of the published posts, the conclusion is that the subject
of the most popular posts captured the excitement of the students in the school via either
photos or videos. Throughout the organization there are over 100 photo-worthy moments
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of interactions at the school. These moments must be publicized in order to spark interest
with the intended audience. The second recommendation is to undergo a scan of target
audience based on the individuals who liked the Facebook page. A main recommendation
would be for the school to review its followers to assess which audience group they
should be appealing to. If the majority of people who like the page are alumni, the school
should post “throw-back” photos that date back to older times at the school. If most of the
followers are current students, the school should recognize them and tag them in posts. If
most of the followers are parents, the school should post photos of the students, share
student-centered stories, and feature videos of what happens at the school each day. It is
important to understand the target audience and relate to them. The third
recommendation, as previously mentioned in the themes section, lands with consistency
in posts. In order to create a culture where followers visit the page frequently for the most
up-to-date news, the school must post consistently and must contribute to the site often.
This will boost activity on the site and will show that the organization considers
communication to be a priority. The fourth and final recommendation is to improve the
biographical information on the interface of the Facebook page. This recommendation
does not relate to the content of the posts, but rather the static information that is first
seen when a user visits the site. It is apparent that the overall infrastructure of the page is
outdated. The cover page looks dated and the information about the organization is
limited to a simple history, which is the boilerplate on standard press releases. Although
the information on the Facebook page is still accurate to the organization, it is not current
and does not promote interest in the page.
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The next social media site researched in the social media analysis was the Twitter
page. This page tweeted 13 times during the two-week data collection period. Tweets
highlighted from news about alumni and their achievements, current activities and
happenings at the school, national merit awards, and event teasers. The most popular
tweet was retweeted from an external community member who visited the school. This
occurred during the second week, and expanded the Twitter page to a new network of
publics. The most unpopular tweets were general announcements of web stories on the
website and occurred sporadically throughout the two weeks of research. Generally,
tweets were not marked as “favorites,” but they were sometimes retweeted. Most tweets
consisted of photos, videos, and links to full stories with more information. During the
first week of observation, publics were not very engaged with the output and feedback
was rare. The second week held the same basic results, although retweets were a bit more
common. During the second week, a retweet shared a link to an Instagram photo, which
received positive feedback and shed light on another platform for communicating with
publics.
There were several trends that closely resembled the Facebook page. First, the gap
between tweets was significant. There were multiple periods of silence for several days
and other days reflected five tweets that competed with each other and which were buried
amidst the others. This was not a strategic method of tweeting and could potentially have
affected the number of responses that each of the followers had. Although the tweets
were not consistent, the actual content was very impressive. The information was varied
and represented all of the age groups appropriately. The content was also diplomatic to
ensure that it was not offensive to any ages, ethnicities, or socioeconomic groups.
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However, despite thoughtful content, one trend was that school-centric news did not
receive interaction from publics. The posts that received active responses related to
particular events from alumni. A final trend was that all followers were encouraged to be
responsive to the tweets and the publicity on the Twitter page without restriction.
Followers were able to tweet the school as well as respond to any existing posts. Their
feedback was welcome, although community members did not frequently share it.
The Twitter page could be revamped if several recommendations were put into
action. First, as was the case with the Facebook page, the Twitter biographical summary
was outdated and the cover page was the same one that was used on the Facebook site. It
was evident that the cover page does not change and that the overall platform was not
frequently updated. In order for the school to continue to be relevant it must ensure that
the Twitter page is current and eye-catching when users visit the page. Second, the school
would benefit from targeting specific people in the community and tweeting to them in
order to expand their network. There are two ways in which to practice engagement; the
first way is to offer appealing content, which motivates users to continue to visit the page,
and the second way is to engage potential new users by seeking them out and starting a
virtual conversation. This will be particularly effective in recruiting close insiders to
expand their involvement to social media and motivating their network to do the same.
The third recommendation in order to improve the Twitter page is to adjust the actual
posts to fit certain needs. As it stands, all of the posts are the same size font, which does
not enable exciting posts to stand out. Also, in order to be the most current, it is important
to live-tweet events and activities (e.g. athletics) to become a constant resource for the
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most up-to-date information. In the case of tweeting, if there is mutual exclusivity
between the two, it is more important to be timely than to be business-like and formal.
The final social media page is the Google Community, which is maintained by
Lower School faculty members. This page has published six posts over the two-week
observation period. The posts were intended for a specific audience of current parents
who have children in the Lower School. During the first week, Lower School teachers
posted a photo album with 16 photos, full curriculums for one week of classes, and a
reading schedule for the remainder of the calendar year. During the second week of
observation, a post spread the word about Breast Cancer Month with links to research
websites, and a special video was shared from the children’s classrooms. The Google
Community posts were effectively used because full photo albums were shared and large
posts with significant amounts of information were shared, which is a benefit of this
platform. Although there were not many posts, the quality of the content was first-class
and effectively brought the followers into the day-to-day activities of the organization.
The posts were interesting and effective in sharing information.
The beauty of this social media platform is the ability to share large quantities of
information. This has served Lower School teachers well in making sure their audience is
informed. However, this Google Community is not being used to its greatest potential.
The administrators of this page created privacy settings so that only users are able to post
information and comment on existing posts. For some reason, there are only 10 members
of this Google Community and all of them are teachers. The parents are not able to
comment or post on the social media page, which eliminates the potential for productive
environmental scans. It is unclear whether the parents were explicitly told not to join the
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group to post comments, or if they simply never had a desire or interest in joining. Either
way, this page is being used as an information center rather than a hub for interaction and
engagement (which is the entire purpose of social media sites). Additionally, ten
members of the Lower School are users in the Google Community, yet only two of them
share information regularly. This indicates that the social media site is not being used to
centralize communications from the Lower School.
The first and perhaps most important recommendation for the Google Community
is to take an informal environmental scan of the Lower School parents to ensure that the
intended audience is aware of the social media site and that it is meeting their needs. If
so, it is crucial that the audience be able to interact with the posts in order to ask specific
questions, communicate with other users, or confirm that they received the information.
Google Communities are intended to promote two-way symmetrical communication, and
this site is operating as one-way asymmetrical communication. In that sense, it is difficult
to gain visibility on the usefulness of the page and the interest from the target audience.
The second recommendation is to centralize communications by encouraging more
teachers to post their information on the Google Community page so that it drives more
parents to utilize the site and understand the activity in the Lower School. By creating
one central information site, parents with multiple children can be updated without
having to visit multiple different applications and the overall community can feel unified
and more informed in an environment characterized by openness and transparency.
Finally, the Google Community is not at all aligned with the Facebook and Twitter pages
managed by the Communications Office. In order for the shared information to have the
most visibility, it is important for all of the pages to have access to the same information
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and publish the information on each of the social media sites. The information does not
have to be identical, but it should allow for different networks to become aware of the
various activities.
During the review of all of the social media pages, it became clear that the
Facebook and Twitter page has posts/tweets that were exact duplicates on each of the
pages. While this ensures consistency, it also creates redundancy for those who follow
both pages. The information should align and be spread across various platforms, but the
various pages should require slightly different content to encourage engagement across
all channels. Additionally, as previously mentioned, the Google Community page should
become more aligned with the other social media pages. During the two-week
observation period, it became clear that the Facebook and Twitter pages were not linked
in anyway. The school should include links to the various social media pages in sporadic
posts/tweets and on the static information sections for each of the pages. It is important to
mention that the content of the published posts and tweets on each of the pages is very
impressive and displays a diverse range of happenings at the organization. This is a
positive feature of the social media pages and should be continued. However, there are
various small changes that could greatly improve all of the pages and further engage
community members.
This section has identified strengths and weaknesses of the given school with
regard to engaging publics, informing publics, and fundraising. However, one of the most
significant realizations in this section is the school’s investment in research and constant
improvement. In the past five years, the school has retained the expertise of countless
consultants to perform discovery, conduct research, and establish recommendations for
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best practices within the institution. This is a strong testament to the school’s
commitment towards to achieve excellence. In the next section, the results from the
various research studies are evaluated against current practices and conceptions of
success in order to assess existing alignment and understand how the organization can
achieve maximum effectiveness. The discussion celebrates the work of the Institutional
Advancement Department in reaching significant milestones, while also realizing the
addition steps that the organization can take to continue to excel.
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Chapter 5: Discussion
Prior to analyzing the presented data throughout the thesis, it is important to
remember the exact purpose of the research. The School’s Institutional Advancement
Office is divided into the Development Office and the Communications Office and both
subsets have the responsibility of working with the organization’s community towards
the overall benefit of the organization. Although both subsets are housed within the same
department, their job responsibilities vary greatly and their ultimate goals are separate.
For this reason, the research question that framed the thesis was: What congruences and
incongruences exist between Communications and Development at the school? This
thesis initially outlined the department’s conceptions of success through an overview of
the departmental structure, presentation of the strategic plans, and a survey that was
disseminated to all members of the department. Then, the day-to-day functions of the
department were recounted in the second section of the data presentation and were
considered based on the degree of symmetry of each action along with the required
collaboration in the production process. Finally, research studies from both internal and
external means were recounted, in order to understand the resulting reactions from the
departmental activities. This discussion section evaluates the data presented throughout
the aforementioned sections and draw conclusions between both offices that are based on
congruencies, practical incongruences, structural incongruences, and missed
opportunities. Congruences address the areas in which the Development Office and the
Communications Office integrate and overlap. Practical incongruences consider the dayto-day activities and technical work that is performed and distributed. Structural
incongruences consider the organizational chart, reporting framework, and offices within
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the Institutional Advancement Department. Missed opportunities review oversights and
misconceptions that arose internally, externally, and in the overall culture of the
organization given the existing processes and structure. It is apparent that given the
volume of information presented in the previous sections, numerous conclusions can be
drawn and recommendations can be made, although for efficiency purposes only the key
takeaways are addressed in this thesis. At the end of the chapter, Figure 9 provides an
overview of the subsections that are mentioned in this chapter.
A. Congruences
Based on the research, it is apparent that the Development Office and
Communications Office are aligned with regard to their overall strategic goals.
Throughout both of their strategic plans, the offices made it a priority to promote
increased support for the organization, to inform the community, and to engage publics in
an effort to enhance the sense of community. These plans integrate both offices to form
the Institutional Advancement Department, which has an overarching strategic plan that
echoes and combines these goals. This section reviews the three strategic goals, along
with specific examples of actions that promote collaboration between the two offices, and
the results that delve into reactions from the activity of both offices. This section justifies
the current structure of the department, based on similar goals and points of intersection.
However, it is important to notice if the points of intersection rationalize the conjunction.
Rather than providing examples of how the Communications Office, in particular, meets
the needs of the entire school, this section discusses the congruences that rely on meeting
the relational and fiduciary goals with regard to Institutional Advancement. However, the
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efforts of the Communications Office in meeting these basic needs for other subsets of
the organization should not be discounted.
Promoting giving.
The first congruence is through promoting giving among the community. This
goal is paramount in the Development Office, whose main goal is to reach financial
goals. The Communications Office is a support system to ensure that Development has
the necessary resources to be successful. In their strategic plan, the Communications
Office developed goals to increase participation for events, which they viewed as
methods of garnering financial support, by including them in the natural correspondence
on behalf of the school. This includes community-wide social media reminders for
events, and a section on the website that is devoted to event registration. They also aimed
to support fundraising efforts by partnering with external design firms to design schoolbranded fundraising materials (e.g. brochures, inserts, appeals, invitations). In this way,
the Communications Office and Development Office partnered together to ensure that all
of the materials appear streamlined and properly branded for the school. By collaborating
on the creation of these pieces, the Institutional Advancement Office was able to produce
items that were persuasive and versatile for in-person solicitations or mailings. Also, this
provides a huge opportunity for interaction between the two offices so that
Communication was able to understand the objectives of the Development Office and
insert the messages into their pieces to the same target audience. This goal, as part of the
strategic plan of Communications, motivates financial support from loyal donors and
encourages dialogue between the two teams. The Development Office has supplemental
objectives in their strategic plan, which requires extensive involvement from the
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Communications Office in terms of messaging and branding. For instance, the
Communications Office was asked to develop talking points for the Headmaster at
regional events in order to promote the school in a holistic fashion. However, since this is
a Development event, the two teams frequently collaborated to ensure the intended goal
is being reached.
Informing community.
Another goal in the strategic plan, which promotes alignment within the two
offices, is to inform the school’s community and overall publics. Inherently this is a
Communications function, which is achieved through all communication pieces such as
the alumni magazine, social media, and the website (indicated to be one of the most
effective methods of correspondence). However, given that the Development Office is
one of the few offices that corresponds with school community members who are not
directly engaged with the school on a day-to-day basis, this is a vital goal for them as
well. One method of informing publics is through the weekly newsletter, which is a huge
point of contact and collaboration throughout the entire school. However, this is
particularly important for the two offices because although Development compiles the
information and disseminates it, the Communications Office is reliant on the same
information in order to provide timely updates on social media and on the website. Using
the weekly newsletter as a resource enables both offices to have access to the same
information and ensure that it is incorporated into other correspondences throughout the
school. Other manners in which the offices work together is to service the parents’
association that works on behalf of the school. The parents’ association was developed to
promote interaction among the parent body. The Development Office collaborates with
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the group to organize events, discuss fundraisers, select volunteers, and create mailing
lists. The Communications Office works with the group to design printed materials,
publicize open events, and arrange all photography and videography needs. It is essential
that Development and Communications exchange information regarding recent
conversations and discuss the overall purpose of the parents’ association activities in
order to ensure that the school is properly coordinated with the association. This is
particularly important because the association consists of volunteers who are community
members who receive all of the correspondence from the school and are key prospects in
helping the school to reach their financial goals. Finally, as previously mentioned in the
data presentation sections, the Development Office and the Communications Office are
communicating to the same community members although segmenting the community in
different ways. This is a very important realization because although the community is
segmented through different criteria between the two offices (relationship to the school
versus propensity to make a financial contribution), the audience ultimately is the same
and receives emails from both groups. Despite this overlap, the Institutional
Advancement Department has done a nice job in recognizing this point of contact and the
Measured Outcomes section recognizes this, specifically in the parent survey.
Promoting engagement.
The third and final strategic goal that promotes congruence between the two
offices is to engage the school community. Based on the internal survey, members of the
Institutional Advancement Office see engagement as more of a responsibility of the
Development Office rather than of the Communications Office. However, this
assumption could be attributed to the demographics of members who participated in the
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internal survey. In the second section, the actions of the department infer that engagement
is the responsibility of both offices. Development engages the community through
various actions but mainly through events, personal meetings, and individual outreach. In
this case, engagement occurs at the Development level through small group or one-onone interaction. Communications engages the community through mass communication
methods such as social media, the website, and through the alumni magazine. Both
offices have the same fundamental goal and use similar strategies to achieve the goal,
however the communication media and messages differ. Despite the contrast in breadth
and depth, the offices work together to ensure consistent messaging in most engagement
activities. This is a major point of contact, because they must ensure that the key pieces
of information are communicated effectively, rather than providing information that will
not achieve the desired outcome. Many of the research studies measure the effectiveness
in engagement actions, and most of them state an overall positive reaction to this
objective. However, naturally there was identified room for improvement. It became clear
that the research found issue with engagement among community members, rather than
with the community members and the organization. Although this is a positive outcome
because it recognizes the achievements of the organization with regard to engagement, it
is also the organization’s responsibility to facilitate engagement among community
members, possibly through offering more events based on constituency segmentation.
Considering all three data collection sections together, it appears that departmental efforts
at all levels are partially aligned. Yet more research is required at Grunig’s (2008)
functional level to make a final conclusion whether the Development and
Communications Offices are working together in the most effective manner.
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B. Practical Incongruences
Three key incongruences resulted at the practical level, given the research that
was presented in this thesis. First, throughout all three data presentation sections, it
became clear that the value of social media was unclear at the internal level and the
external level. Second, the value of personal interaction was recognized among the
Development Office but it was not employed in the Communications Office. Finally, it
was unclear if events were being used for their intended purpose and if they were as
effective as possible.
Social media.
The first distinction was initially made from the internal department survey in the
“Conceptions of Success” section of the data presentation. Based on the survey results, it
became apparent that most of the department members did not understand the value of
social media in promoting giving, informing, and engaging publics, which are the
underpinnings of the department. This result could have potentially been pronounced
because most survey participants were from the Development Office rather than the
Communications Office. Flowever, this specific departmental action received feedback
that was unsure of its use and benefit within the organization. In the measured results
section, the parent survey concluded the same sentiments. Also, the social media analysis
results concurred with the results, because the responses from the posts were limited. The
social media analysis concluded that although the posts were eclectic in content, they did
not promote enthusiastic reactions among community members and a clear strategy
wasn’t present behind the content and posting schedule. The various social media sites
are aligned but publicize identical information, which shows redundancy for those who

Nonprofit Alignment for Maximized Success

135

follow the school on multiple platforms. This is ineffective because each social media
platform is designed to achieve different goals and has different functionality, which is
represented in the Literature Review with Kietzmann, Hermkens, McCarthy, &
Silvestre’s (2011) honeycomb framework with the seven building blocks of social media.
Also, the organization’s social media posts seem to show one-way symmetrical
communication because the information sender tends to be the organization and publics
don’t typically respond to posts beyond limited engagement (e.g. likes or retweets).
Kanter and Paine’s (2012) Crawl, Walk, Run, Fly Model identifies the school as in the
walking stage because the department finds merit in the use of social media, but the
strategy is not developed into SMART objectives.
There are three ways to handle the lack of understanding around social media.
First is to educate the department members based on research that demonstrates the value
of social media in providing an ““interactive, multi-directional communication capable of
harnessing collective intelligence and user-generated content” (Ramanadhan, Mendez,
Rao, & Viswanath, 2013, p. 3). The second is to consider eliminating this communication
method based on unfortunate research results. The third is to clearly differentiate the role
of each social media platform, based on the honeycomb framework. As mentioned in the
actions section, social media sites are said to be the most interactive form of
communication between an organization and its publics. Social media is also living
research as it provides a documented environmental scanning throughout time.
Employees can use social media research to assess the most popular posts, the best forms
of advertising, the most involved publics, and the potential advocates and activists. This
information shows the value of social media in organizational communication, and
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advocates for educating department members and publics on the value of social media as
a viable communications tool. The school could also encourage publics to utilize social
media by providing necessary information on this site and using this as a primary
medium for communicating urgent information. Also, since social media is an interactive
forum, the posts should encourage interaction between the organization and its publics
and between publics and their peers. Promoting two-way communication could also
increase the value of the research with this type of communication.
Personal interaction.
Another practical incongruence that came as a result of the research was the value
of personal touches from either staff members or volunteers in achieving Development
and Communication goals. Although this is seen throughout Development, this is not a
priority with Communications. The department valued personal interaction through the
internal department survey because a phone call from a staff member or peer was highly
regarded across the board in informing and engaging publics as well as promoting giving.
Then, in the actions section, Development actions relied on personal interaction,
particularly in the way of reaching financial goals through fundraising. Meetings with
prospects were fundamental in cultivating relationships on behalf of the organization and
ultimately facilitating a major gift. Also, volunteer management was key because
community members could use their existing relationships to promote giving to the
school. Although Development employed this method of interaction, Communications
did not perform any activity to have one-on-one interaction. Finally, in the measured
outcomes section, the fundraising success showed positive results for the Campaign and a
report used in prospect management tracked the specific number of touch-points by each
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of the prospect managers. This indicates that personal interaction is recognized and is of
great value in Development and reaching financial goals, however, when it comes to
building relationships from the Communications Office, there are not many activities that
utilize personal interaction.
Events.
The third practical incongruence was by the way of events and their value in
fulfilling their intended purpose. Through the internal departmental survey, events were
not recognized as being effective in promoting giving, however, they were assumed to be
very effective in engaging and informing community members. In the realized actions
section, multiple types of events were outlined and assumed to fulfill different goals. The
first type of event was through regional receptions, organized by the Alumni Relations
and Annual Giving Team, to build the sense of community in various parts of the country
and to inform and update displaced community members about the school to keep them
engaged. The second type of event mentioned was Homecoming and Reunion events,
which are widely attended by various constituent groups in order to inform, engage, and
promote giving. As mentioned in the research, Reunion has fundraising undertones but
goals are not set and prioritized, and reports do not track the return on investment of this
event. For this reason it is difficult to assume the effectiveness of this event by way of
financial return. The third type of event is associated with the Campaign. The intention
behind these events is to engage community members and inform them about the
Campaign initiatives in order to raise funds. Events are not direct fundraisers, based on
the strategic plan, but rather cultivation tools towards a major gift. Ultimately, reports are
not created to track the direct connection between a Campaign event and the level of
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giving of each donor, but they continue to be organized and executed. There are no
measured outcomes to specifically track the success of Development events. However, in
the parent survey, half of the participants did not feel that the school made a good case
for philanthropic support, which is a huge red flag for any institution. This seems to be a
point of disconnect since there are numerous Campaign-related events each year for the
main purpose of raising funds for the organization. Unfortunately, the parent survey was
anonymous so research cannot be conducted to determine if those who felt the school was
not persuasive had attended an event or not, but it would be beneficial for the school to
analyze the financial results of each event in addition to other interactions with the
attendees to understand the most effective method of promoting giving. Another study
that claimed there is inherent value in events is the Community Task Force focus group
initiative, which resulted in a suggestion for more events to provide more opportunities
for engagement. The parent survey, which was conducted a year later, supported this
notion by affirming the need for more engagement events from the parents’ association;
also, 37% of participants claimed they did not feel the community was welcoming. In
alignment with these responses, the school’s Institutional Advancement Office should
collaborate with the parents’ association to promote a greater sense of community
through additional events.
An important note of mention is that none of the actions from the Institutional
Advancement Office focus on the societal level of communication (Grunig, 2008).
Rather, they focus on the current members of the community. This disconnect is an issue
because the Communications Office represents the entire institution so they are not taking
active steps to engage others in the organization. For instance, the geographic
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community, located within 20 miles of the institution, may be aware of the organization
and understand its basic mission, but do not have a reason to support its growth and
development. This is particularly alarming because the members of the community are
prospective community members who could be involved with the school by either
attending, sending their children, having a relative who is a community member, or
financially supporting. It is vital for the school to promote good relations with the broader
society in order to develop social capital, strengthen their reputation, and promote
corporate social responsibility. One consequence of this realization is that in the
“Measured Outcomes” section of the thesis, multiple studies (e.g. focus groups, parent
survey) expressed concern that the broader community viewed the school as elitist, which
in turn made community members hesitant to be associated with the organization. To
negate this claim, focus group participants made a point to mention that once they were
involved directly with the school, they opinion completely changed and the elitist stigma
dissipated quickly. By increasing and enhancing the communication at the societal level,
the school could effectively dispel this elitist reputation and instead be considered
approachable and desirable.
C. Structural Incongruences
Based on the data presented in this thesis, there appears to be incongruences that
impact the Institutional Advancement Department at the structural level. Three divisions
are presented in this section, along with the implications of the divisions and a
recommendation for improvement, if possible, to ensure effective operations. The first
incongruence occurs with the Communications Office operations. The second
incongruence occurs solely within Development and mainly impacts the office because
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they do not represent the organization. The third and final congruence exists between
Communications and Development in order to shed light on the disconnect within the
Institutional Advancement Department. All three incongruences are important in
considering the effectiveness of operations, however the final section is the most
influential in answering the proposed research question for this thesis and determining if
the two offices operate best together or apart.
Communications Office.
The first apparent incongruence, which occurs more so with Communications
than Development, can be seen by analyzing the job titles within the department. The job
titles in Communications are Magazine Writer, Website and Portal Manager, Senior
Communications Writer and Sports Information, and the Director of Strategic
Communications. Beyond the Director position, the technician positions have narrowfocused job responsibilities. The benefit of this rigid format is that these job titles reduce
ambiguity and increase accountability for specific tasks. However, this causes issues
because technicians are immediately placed into silos. This fosters an environment that
reduces opportunity for collaboration and increases the possibility of duplicated efforts
based on poor integration. Also, this departmental structure develops a Communications
program that is not aligned with the information disseminated to publics through various
channels. Another fault in this system is that additional job responsibilities that occur
outside the scope of the typical communications functions, such as the creation of
Campaign collateral, are likely to become the responsibility of the Director of Strategic
Communications. If the Director position assumes all of the projects that do not fall into
the rigid job descriptions of the technicians, than this employee does not have the
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opportunity to perform their management role, which requires overseeing department
operations ensuring alignment and integration within the office and the entire
organization, and performing regular research to ensure healthy public relations. In fact,
if the Director is consumed with the miscellaneous responsibilities, she becomes a high
level technician and loses the ability to effectively manage team members and make
informed decisions based on research and strategy. The research presented in the
“Measured Outcomes” section confirms the increasing needs from a communications
standpoint and notes that most of the current research was performed on an ad hoc basis
and is not performed regularly to track progress. Benchmarking is important because
numbers are only meaningful when presented in relation to other numbers, and while
industry standard or results from peer institutions can be seen as helpful, the most
effective comparison is historical data from the institution. Therefore, in order to track
the effectiveness of the changes that are made, the institution must create a process of
regular research. In the Communications Office, website analytics and social media
research can be tracked fairly easily; however, the qualitative research to track
effectiveness is not performed on a set schedule.
By reviewing Figure 2 from the “Performed Actions” section of the thesis, there
are several factors that demonstrate the validity of the presented analysis. First, in all of
the actions performed by Communications personnel, the level of collaboration is ranked
five or less. This shows that collaboration is moderate, minimal, or non-existent.
Collaboration ratings are based on internal conversations in the production process of
communications materials. However, a similar rating is given to the symmetry rating,
which accounts for the communication with external community members in association
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with a communications pieces. Interestingly, this rating also received low markings,
despite social media, which is intended to involve extensive interaction (although this is
not the case based on the social media analysis). Therefore, it can be concluded that
communications pieces do not involve interpersonal communication at any level in the
production or distribution processes. In order to improve from the existing structure and
move towards a more effective office structure, the Communications Office must alter
the strategic plan and the job responsibilities in the office. The strategy encompasses
overarching goals in support of various departments within the organization, but the team
structure is on a technician basis, which disables the tracking or accomplishment of goals.
In order to operate successfully, it is important to create a more detailed strategic plan,
which helps all team members understand their involvement in reaching strategic goals.
In fact, an effective strategic plan migrates from the holistic level to the granular level
effectively so that it promotes integration, alignment, and collaboration, while also
enabling team members to predict that their work, which, if followed properly, will
participate in the whole plan and contribute to success. Of course, this is with the
understanding that there will be sporadic adjustments that must be made to the plan and
there are also urgent matters (e.g. crisis management), which will spontaneously occur as
well. Additional recommendations to alleviate the potential communication barriers that
are inherent with the departmental structure, would be to alter the existing positions,
enabling the director to have more flexibility with offloading work. For instance, job
responsibilities could focus on print versus electronic materials, or outwardly
disseminated information systems (e.g. letters, emails, magazine) versus existing
mediums (e.g. website), or perhaps internal communications versus external
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communications. These are a few examples of potential methods of altering the team to
create crossover between team members. Expanding the technician roles will empower
the employees while also allowing the Director to take on important responsibilities that
are sporadic or absent from current operations. For instance, it would be important for the
Director to partner with specific departments outside of Institutional Advancement in
order to centralize communications and ensure there is strategy in promoting the various
facets of the school. Also, the Director should constantly research target audience groups
on a regular basis to ensure satisfaction and information flow. Essentially, this position
must oversee operations based on Grunig’s (2008) four levels of operation.
Development Office.
A similar problem occurs within the Development Office, which impedes the
team from becoming fully integrated. The two main fundraising initiatives in the
department are the annual fund and the Campaign. Although they are separate initiatives,
the annual fund is technically a portion of the Campaign and must adopt a similar brand.
However, it became clear throughout the research that there is substantial overlap in the
two initiatives and there are duplicated efforts. First, by way of departmental structure,
there is a Campaign Manager and a team that focuses on major gifts for the Campaign,
and there is an entire team focused on the annual giving program. It is important to have
project managers for each of the initiatives, but a natural tendency is to work in silos
rather than to collaborate when given this structure. In reviewing the various department
actions, it became clear that there were several different types of events that worked to
accomplish the same thing. This can be attributed to the separation of the two teams and
the lack of collaboration during the production phase. Since different people lead the two
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fundraising initiatives, different materials are produced to communicate progress and
cases for support, although the target audience is the same. This cross-pollination likely
causes confusion throughout the community, which is why in the parent survey only half
of the participants were confident in the school’s case for gamering philanthropic
support. Based on the research, one can assume that the department is forced to
communicate two separate initiatives but is not accurately portraying either initiative.
Ultimately, overarching leadership has a certain perception of best practices and is able to
align the team’s goals to ensure they are similar. However the amount of activity
produced for the two separate initiatives is a clear sign that repetition is occurring, likely
leading to futility. One example of this is with the rigorous reporting structures for both
the annual fund and the Campaign, although they are taking place at the same time and
involve the same audience. Throughout the thesis, it became clear that the annual fund
and the Campaign were two separate initiatives, and this causes internal conflict with
managing the two initiatives effectively without wasting resources.
In order to amend this structural conflict, it is essential that the Institutional
Advancement Office form a taxonomy of actions performed for both initiatives in order
to create a comprehensive strategy that determines what should be combined and what
must continue to be performed separately. For instance, solicitation appeals may be more
effective and reach a broader audience if they were combined. Also, events may be more
successful if they were organized sparingly. Reporting may be more useful if both
initiatives were reviewed together, and reports could be generated on a timelier basis if
they were merged rather than producing separate documents. There is an understanding
that while some actions can be combined others must continue to be distinct. The
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fundraising initiatives are, of course, raising funds for two separate projects, therefore
stewardship of donor gifts should continue to be different and be framed for the particular
support that was provided. Also, volunteer management should be distinct because the
volunteers may believe in one cause over another and the responsibilities may require
different skills and qualifications. However, by assessing the two initiatives together this
will ensure that resource management is being accounted for and that community
members are receiving the most important messages produced by the department.
Development and Communications Offices.
The Institutional Advancement Department also suffers from an incongruence
between the two units. The first issue is an observation that has been mentioned
throughout the thesis but has no immediate obvious resolution. Based on the primary
reasons for origin, the Development Office and Communications Office have separate
reasons for being in existence. As is the case with most nonprofit organizations, the
Development Office is the source of financial sustenance and operates under the
assumption that they acquire the resources to enable the organization to thrive. Therefore,
Development has strict financial goals that must be met in order for the organization to
fully operate. Alternatively, the Communications Office was created to enhance relations
between an organization and its publics. The office has the primary responsibility of
communicating with key stakeholders in order to inform them of organization-wide
activity and to adapt to their needs as a group. For this reason, Communications functions
within the context of relational goals, which are harder to measure. In both cases, the
reason for existence has dictated the evolution of each of the offices and impacts every
decision. These distinct purposes cause different processes in reporting and tracking,
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communicating methods, roles and responsibilities, and work environments. Both sets of
goals are vital to ensuring the organization operates effectively, and neither office can or
should compromise their primary function for the benefit of the other. Both functions are
important. Therefore, this division cannot be changed or adjusted, although they must
work together for the betterment of the organization at large. A separate but related
concept is division between the offices by way of target audiences. Given that the
Development Office has a focus on raising funds, their target audience is based on
potential prospects and donors. The segmentation by audience group alters the messages
by focusing on cultivations, solicitations, or stewardship. This contrasts Communications,
whose audience segmentation is primarily based on the audience member’s relationship
to the organization (e.g. alumni, parents, students). The messages vary by constituency
group and pertinent information based on the affiliation. This division is also necessary in
order to achieve effective communications. However, the difference is important to note
because it defines the messaging variations between both offices.
Another difference between the two offices is the scope of communications. The
Development Office has a targeted goal of communicating office activities and do not
have to focus on other departments. The messages could vary by invitations to events,
annual report distribution, or solicitations via appeals, yet they are within a specific scope
of departmental activities. The Communications Office is very different in this aspect
because their objective is to capture the activity throughout all of the departments at the
school. This scope is substantially larger and nearly impossible to fully capture.
Therefore, the content produced by this office is eclectic and unpredictable, which is
substantially different from the Development Office productions. This distinction is
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relevant because it changes the mindset and strategy behind both office activities. These
differences between the Development and Communications Offices cannot be discounted
in considering their integration as a department. They also have a substantial impact on
the departmental operations and ability to collaborate.
D. Missed Opportunities
The current structure of the Institutional Advancement Department has afforded
countless opportunities for collaboration between Development and Communications in
transmitting an effective and meaningful message. However, it has also provided
limitations to the inner workings of the organization, and has blocked progress in
building relationships with the external publics. The existing structure has also
established a culture that does not promote the sustained success of the organization. This
section describes the missed opportunities of the organization, given the existing scope of
Communications and Development. Naturally, the Communications Office is a focus of
this section because while the structure enhances the capabilities of the Development
Office with the support of Communications, it limits the capabilities of the
Communications Office.
Internal.
As previously mentioned is the reasons for existence of each office, the
Communications Office is intended to serve as the support system for the entire
organization. However, the existing structure promotes a system in which Development
is the primary beneficiary of support from Communications. In fact, housing
Communications under the Institutional Advancement Department sends the message
that Communications is a function of a specific department, rather than a function of

Nonprofit Alignment for Maximized Success

148

support for all departments within the organization. In the Realized Actions section of
this thesis, specific actions that fell under the purview of Communications were: the
website, social media, the alumni magazine, and various specific responsibilities to
support Admission and Auxiliary Revenue. When considering the departmental structure,
electronic correspondence (website and social media) and the alumni magazine are high
priorities because these tasks respectively require the employment of a full-time staff
member. It is important to note that these tasks are also intended to represent the entire
organization, rather than one specific branch. However, housing Communications under
one department does not promote a system in which other departments feel entitled to ask
for help and strategize on best methods of communicating to publics. This is supported
in the social media analysis, because the Lower School felt it necessary to create their
own communication page independent of the organization-wide mediums. Also, because
most of the posts on the social media pages were specific to news and achievements
rather than promoting the activity of other departments. Internally, this is a missed
opportunity for collaboration because the forced independence of other departments
provides inconsistency in messages transmitted and ultimately leads to communication
gaps.
Another internal limitation of the existing departmental structure is the absence of
Communications in the dominant coalition. As mentioned in the Literature Review
(Stark, 2003; Bowen, 2008), the Communications Office has an obligation to the
organization because it is often the primary office that transcends the boundaries of the
organization and its publics. This office is intended to build relationships with both
parties and serve as the conduit of both groups. Eliminating Communications
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representation from the dominant coalition also eliminates the perspectives and best
interest of the organization’s publics. Based on Botan’s (2006, pp. 223-247) grand
strategy model, Communications can continue to be mindful of its publics in its campaign
strategy, but this structure disregards publics in the organization’s grand strategy. This
hinders the dominant coalition from making well-informed decisions and justifies an
inconsideration for the internal and external community. The Communications Office has
also been known to serve as the ethical conscience for the organization (Bowen, 2008),
which is another dimension that is lost in the decision-making process. Equally as
important is the crisis management communications and responses, which is required
when a decisions negatively impact a group of publics. By not involving
Communications in the decision-making process, the office cannot help to avoid crises,
predict potential reactions of its publics, and provide timely, informed, and appropriate
responses on behalf of the organization.
External.
In consideration of the effect of the current departmental structure on external
operations and relationships, there are advantages to Communications that are not being
fully realized. The first advantage of this office is objectivity, which is not the case at this
organization because of the partnership with Development. For instance, in the Literature
Review sections related to defining publics in both Communications and Development,
cites a drastic difference in the segmentation of the publics based on both of these offices.
While Development places different values on donors and non-donors, Communications
is intended to consider all of the publics as equal parties. This cannot effectively happen
when the two offices are adjoined, which sends the message that financial support is
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directly related to a community member’s level of influence on the organization.
Additionally, Communications typically has the altruistic objective of engaging
community members for the sake of healthy public relations and community building,
while Development typically has the goal of building relationships in order to gamer
financial support for the organization. These goals change the messages transmitted to the
publics and have two separate outcomes. Based on the results of the research studies in
the Measured Outcomes section of this thesis, it can be concluded that Communications
at this organization is not utilizing two-way symmetrical communication to build strong
relationships between the publics and the organization and between publics with their
peers. The existing departmental structure has fostered communications that have the
overriding goal of communicating to build relationships for financial prosperity rather
than to build community. The research studies that support this notion the most are the
social media analysis levels of engagement, community task force qualitative findings
from the parent focus groups, and the website analytics based on the initial goals of the
study. In the social media analysis, the levels of engagement are very low as well as the
attempts to promote engagement beyond one-click likes and favorites. In the focus
groups, parents requested more events to provide a forum in which to engage with their
peers and build relationships, which is not the focus of any of the events of the
Institutional Advancement Office. Finally, the website analytics study reviews the trends
in the Development, Auxiliary Revenue, and Admission sections of the website, which
are all related back to fiduciary goals. The study does not take into account the
effectiveness of other aspects of the website concerning engagement, such as: interest in
topics of web stories, event registration, photo views, or visibility of social media
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activity. The findings of the research studies conclude that organizational
communications are strongly linked to Development goals, which is likely a byproduct of
the departmental structure of the Institutional Advancement Office and is a significant
missed opportunity in building positive relations between the organization and its publics.
Culture.
Both the internal and external missed opportunities allude to the overall cultural
limitations of the school based on the departmental structure. The culture of the
Institutional Advancement Department and the key influencers of the organization is that
relationships do not have value beyond fiduciary benefit. As previously mentioned, the
segmentation of publics and the methods of communication to the groups are driven by
fiduciary means. Also, the internal support of the departments indicates that only the
departments that have specific fiduciary goals warrant support from the Communications
Office. Finally, barring Communications from the dominant coalition cements the notion
that public perception is not of concern. This cultural attitude is noted in the Missed
Opportunities section because this is a narrow-focused goal behind building relationships
with publics. This culture creates significant gaps in operations and values that contribute
to a successful organization. It inhibits Communications from operating in a way that is
its primary reason for being in existence. This limitation, along with the other missed
opportunities, will be considered in the conclusion when determining if the congruences
and incongruences justify the existing departmental structure or require a new model.
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Figure 9: Overview of Analysis
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Practical
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Incongruences

community
Personal Interaction

Used by Development but not by
Communications

Events
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and not tracked for success

Structural

Communications

Narrow-focused job functions not
conducive for collaboration

Incongruences
Development

Two fundraising campaigns create
confusion and misalignment

Development/Communications
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for existing; different publics
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Opportunities

Perception that Communications is
solely support for Development

External
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Chapter 6: Conclusion
The overarching question that framed this thesis was: What congruences and
incongruences exist between Communications and Development at the school? The
Congruences section of the Discussion outlined the areas of connection between the two
offices. The Practical Incongruences and Structural Incongruences sections highlighted
the key points of distinction based on the data presented throughout the thesis. The
Missed Opportunities section identified internal, external, and cultural gaps that were a
result of the existing structure and operations. This Conclusion uses the previously
answered research question to determine if the Development Office and the
Communications Office should continue to work together under one umbrella, or if they
should be separate. Based on the data presented and the subsequent analysis, the research
supports a structural renovation in which both offices are independent of each other, but
operate in tandem with the other departments in the organization. Separating
Development and Communications creates numerous possibilities to fill voids that
currently exist in the organization.
The proposal for dividing the two departments would be to advance the Director
of Strategic Communications in the reporting structure so she reports directly to the
Headmaster and serve as part of the dominant coalition. The Director would be able to
provide a very important perspective, which is currently missing for the senior
management. She would act as the ethics counsel for the organization (Bowen, 2008) to
advocate for the beliefs and interests of the public. She could help to shape the
organization’s grand strategy to align with the mission and philosophy, as well as make
sure they are aligned with the needs of the publics. This ultimately will impact the
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organization's ability to serve the public’s interests and in turn it will positively impact
their reputation. Additionally, the Director of Strategic Communications will ensure that
a crisis communications plan is established and executed when a crisis occurs, rather than
risking a potential information block from the dominant coalition. Uncoupling the
Communications Office from the Institutional Advancement umbrella would dispel the
myth that the office in primarily support for fundraising, and could reestablish the
editorial integrity of the office. This would improve internal relations by enabling
Communications to partner with other departments on special projects and not feel
conflicted about prioritizing them before Development needs. As part of this structure, it
is key to recognize the Development Office’s reliance on Communications in producing
materials, so this department may require two liaisons. This new structure would also
create a clear segmentation of publics, streamline communications to each of the groups,
create consistency of messaging throughout the organization, and provide objectivity in
two-way symmetrical communication. Most importantly, this new structure would
change the culture that links the success of relationship-building to achieving fiduciary
goals. For this reason, and to not confuse Communications as the primary support system
for other departments, it is crucial that the new structure consists of a Communications
Office that becomes its own department that reports directly to the Headmaster.
This analysis had several limitations and also welcomes an opportunity for further
exploration. Limitations include employee transitions during the creation of this analysis,
a narrow scope of research within the context of timing, and subjectivity of the author
party given her relationship to the institution. During this case study, seven employees
either departed from the Institutional Advancement Department or on-boarded. Also, all
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of the research was performed within the past five years, which eliminates the possibility
for significant historical decisions and reasoning. Finally, the author and observer of this
case study had a relationship to the organization beyond the observation for the purposes
of this analysis, which potentially alters objectivity and forced self-censorship in
consideration of relationship-maintenance. The analysis prompts an interest in future
research in order to explore how the Communications Office impacts other departments
such as Admission, Athletics, and Auxiliary Revenue and to what extend the office
maximizes their benefit. Also, research could be performed to measure the specific needs
of each target audience in order to best understand how to communicate with them. A
third opportunity for research would be to compare the studied school with peer
institutions and perform an industry-wide analysis of best practices and department
structures for success in Communications and in Development.
This thesis triangulated data from various sources, including internal surveys,
overviews of day-to-day operations within the department, and research performed by
external consultants that required the involvement of hundreds of members of the school
community. All of this research enabled a thorough case study that focused on
recommendations and proposals for potential changes within the department, some of
which were made throughout the writing process of this thesis. As mentioned throughout
the thesis, the school of study is an extremely credible institution that deserves significant
respect for enabling their organization to be the subject of this case study. The
recommendations proposed in this analysis were made based on theoretical groundings
with the intention of maximizing departmental effectiveness through the best possible use
of social capital, available resources, media vehicles, and ongoing adaptability in order to
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create a competitive advantage. If implemented, the school could be better prepared to
deal with future challenges and opportunities and could improve their reputation, which
will benefit all areas of the organization.
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Appendix A: Internal Survey Questions
1. How long have you worked for the school?
a. 0-3 years
b. 4-6 years
c. 7+ years

2. What level of responsibility do you have in the Institutional Advancement Office?
a. Entry level
b. Mid-level
c. Senior level
3. How often do you communicate with external community members?
a.

1 - Rarely

b. 2- Somewhat rarely
c. 3- At times
d. 4- Somewhat often
e. 5 - Often
4. Please rank each of the following communication mediums based on its
effectiveness towards encouraging giving (1 being the least effective and 10 being
the most effective). Please use each ranking only once.
a. Appeals

1

2

3

4

5

6

7

8

9

10

b. Personal letters

1

2

3

4

5

6

7

8

9

10

c. Events

1

2

3

4

5

6

7

8

9

10

d. Website

1

2

3

4

5

6

7

8

9

10

e. Alumni magazine

1

2

3

4

5

6

7

8

9

10

158

Nonprofit Alignment for Maximized Success
1

2

3

4

5

6

7

8

9

10

g- Phone call from staff

1

2

3

4

5

6

7

8

9

10

h. Emails

1

2

3

4

5

6

7

8

9

10

i.

Videos

1

2

3

4

5

6

7

8

9

10

j-

Social Media

1

2

3

4

5

6

7

8

9

10

f.

Phone call from a peer

5. Please rank each of the following communication mediums based on its
effectiveness towards informing community members (1 being the least effective
and 10 being the most effective). Please use each ranking only once.
a. Appeals

1

2

3

4

5

6

7

8

9

10

b. Personal letters

1

2

3

4

5

6

7

8

9

10

c. Events

1

2

3

4

5

6

7

8

9

10

d. Website

1

2

3

4

5

6

7

8

9

10

e. Alumni magazine

1

2

3

4

5

6

7

8

9

10

f.

1

2

3

4

5

6

7

8

9

10

g- Phone call from staff

1

2

3

4

5

6

7

8

9

10

h. Emails

1

2

3

4

5

6

7

8

9

10

i.

Videos

1

2

3

4

5

6

7

8

9

10

j-

Social Media

1

2

3

4

5

6

7

8

9

10

Phone call from a peer

6. Please rank each of the following communication mediums based on its
effectiveness towards engaging community members (1 being the least effective
and 10 being the most effective). Please use each ranking only once.
a. Appeals

1

2

3

4

5

6

7

8

9

10

b. Personal letters

1

2

3

4

5

6

7

8

9

10
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c. Events

1

2

3

4

5

6

7

8

9

10

d. Website

1

2

3

4

5

6

7

8

9

10

e. Alumni magazine

1

2

3

4

5

6

7

8

9

10

f.

1

2

3

4

5

6

7

8

9

10

g. Phone call from staff

1

2

3

4

5

6

7

8

9

10

h. Emails

1

2

3

4

5

6

7

8

9

10

i.

Videos

1

2

3

4

5

6

7

8

9

10

j.

Social Media

1

2

3

4

5

6

7

8

9

10

Phone call from a peer
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Appendix B: Instrument for Organizing Realized Actions
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